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Chapter 


Definition and 
Significance of 
Leadership 


An army of sheep led by a lion would defeat an army of lions 


led by a sheep. 
—ARAB PROVERB 





After studying this chapter, you will be able to: 


| Define leadership and leadership effectiveness. 


| Explain why people need leadership. 

{5} Discuss the major obstacles to effective leadership. 

) Compare and contrast leadership and management. 
| List the roles and functions of leaders and managers. 


‘| Summarize the debate over the role and impact of leadership in organizations. 


ho is a leader? When are leaders effective? These age-old questions appear | 

simple, but their answers have kept philosophers, social scientists, scholars from 
many disciplines, and business practitioners busy for many years. It is easy to define 
bad leadership; we agree on the characteristics of a bad leader. Defining and under- 
standing effective leadership, however, is more complex. This chapter defines leader- 
ship and its many aspects, roles, and functions and explores the impact of leaders on 
people and organizations. 


EFFECTIVE LEADERSHIP 


We recognize effective leaders when we work with them or observe them; however, 
many different ways exist for defining who leaders are and when they are effective. 


What Is Leadership? Who Is a Leader? 


Dictionaries define leading as “guiding and directing on a course” and as “serving as a 
channel.” A leader is someone with commanding authority or influence. Researchers, 
for their part, have developed many working definitions of leadership. Although these 
definitions share much in common, they each consider different aspects of leadership. — 
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Some define leadership as an integral part of the group process (Green, 2002; Krech 
and Crutchfield, 1948). Others define it primarily as an influence process (Bass, 1960; 
Cartwright, 1965; Katz and Kahn, 1966). Still others see leadership as the initiation of 
structure (Homans, 1950) and the instrument of goal achievement. Several even con- 
sider leaders to be servants of their followers (Greenleaf, 1998). Despite the differ- 


ences, the various definitions of leadership share three common elements: 


» First, leadership is a group phenomenon; there can be no leaders without followers. As 
such, leadership always involves interpersonal influence or persuasion. 


® Second, leadership is goal directed and plays an active role in groups and organiza- 
tions. Leaders use influence to guide others through a certain course of action or 
toward the achievement of certain goals. 


» Third, the psesence of leaders assumes some form of hierarchy within a group. In 
some cases, the hierarchy is formal and well defined, with the leader at the top; in 
other cases, it is informal and flexible. 


A leader is a person 
who influences individ- 
uals and groups within 
an organization, helps 
them in establishing 
goals, and guides them 
toward achievement 
of those goals, thereby 
allowing them to be 
effective. 


Combining these three elements, we can define a leader as 
any person who influences individuals and groups within an orga- 
nization, helps them in establishing goals, and guides them toward 
achievement of those goals, thereby allowing them to be effective. 
Wendy Kopp, CEO and founder of Teach for America, considers 
teaching successfully to be leadership (George and Kopp, 2007). 
Lorraine Monroe, executive director of the School Leadership 
Academy in New York City, a nonprofit organization she founded 


in 1997, is surprised at the number of leaders who lack the basic 
leadership skills. She states, “The job of a good leader is to articulate a vision that oth- 
ers are inspired to follow” (Canabou and Overholt, 2001: 98). Mary Sammons, chair- 
man, president, and CEO of Rite Aid Corporation, focuses on the role of followers in 
leadership, a view that is shared by Mitt Romney, former governor of Massachusetts 
and 2008 U.S. presidential candidate. Romney believes that “You have to build the 
right team. I look for bright people with strong personalities who will argue with me” 
(Prospero, 2004: 58). 


What Is Effectiveness? When Is a Leader Effective? 


What does it mean to be an effective leader? As is the case with the definition of lead- 
ership, effectiveness can be defined in various ways. Some researchers, such as Fred 
Fiedler, whose Contingency Model is discussed in Chapter 3, define leadership effec- 
tiveness in terms of group performance. According to this view, leaders are effective 
when their group performs well. Other models—for example, Robert House’s Path- 
Goal Theory presented in Chapter 3—consider follower satisfaction as a primary fac- 
tor in determining leadership effectiveness; leaders are effective when their followers 
are satisfied. Still others, namely researchers working on the transformational and 
visionary leadership models described in Chapter 6, define effectiveness as the suc- 
cessful implementation of large-scale change in an organization. 

The definitions of leadership effectiveness are as diverse as the definitions of orga- 
nizational effectiveness. The choice of a certain definition depends mostly on the point of 
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view of the person trying to determine effectiveness and on the constituents who are 
being considered. For cardiologist Stephen Oesterle, senior vice president for medicine 
and technology at Medtronic, one the world’s biggest manufacturer of medical devices 
and pacemakers, restoring lives is both a personal and an organizational goal (Tuggle, 
9007). Barbara Waugh, a 1960s civil rights and antidiscrimination activist and worldwide 
personnel director and worldwide change manager of Hewlett-Packard Laboratories 
(often known as the “World’s Best Industrial Research Laboratory”—-WBIRL), defines 
effectiveness as “helping people communicate more, collaborate more, and innovate 
more” (Mieszkowski, 1998). The mayor of Denver, Colorado, John Hickenlooper, focuses 
on cooperation, aligning people’s self-interest, and getting buy-in from the people who 
are affected by his decisions (Baker, 2006). For Father Francis Kline (1948-2006), the 
abbot of Mepkin monastery outside of Charleston, South Carolina, divine service, helping 
the community, and being self-sufficient are the indicators of effectiveness (Salter, 
9000a). At Chick-fil-A, the U.S. chicken fast-food chain, effectiveness is defined as a satis- 
fied customer, which can only be achieved by providing “attentive, sincere, memorable 
service” (McGregor, 2004a: 83). 

Clearly, no one way best defines what it means to be an effective leader. Fred 
Luthans (1989) proposes an interesting twist on the concept of leadership effectiveness 
by distinguishing between effective and successful managers. According to Luthans, 
effective managers are those with satisfied and productive employees, whereas successful 
managers are those who are promoted quickly. After studying a group of managers, 
Luthans suggests that successful managers and effective managers engage in different 
types of activities. Whereas effective managers spend their time communicating with 
subordinates, managing conflict, and training, developing, and motivating employees, 
the primary focus of successful managers is not on employees. Instead, they concentrate 
on networking activities such as interacting with outsiders, socializing, and politicking. 

The internal and external activities that effective and successful managers under- 
take are important to allowing leaders to achieve their goals. Luthans, however, finds 
that only 10 percent of the managers in his study are effective and successful. The 
results of his study present some grave implications for how we might measure our 
leaders’ effectiveness and.reward them. To encourage and reward performance, orga- 
nizations need to reward the leadership activities that will lead to effectiveness rather 
than those that lead to quick promotion. If an organization cannot achieve balance, it 
quickly might find itself with a majority of flashy but incompetent leaders who reached 
the top primarily through networking rather than through taking care of their 
employees and achieving goals. 

Ideally, any definition of leadership effectiveness should consider all the differ- 
ent roles and functions that a leader performs and then factor those elements into the 
definition. Few organizations, however, perform such a thorough analysis, and they 
often fall back on simplistic measures. For example, stockholders and financial ana- 
lysts consider the CEO of a company to be effective if company stock prices keep 
increasing, regardless of how satisfied the company’s employees are. Politicians are 
effective if the polls indicate their popularity is high and if they are reelected. A foot- 
ball coach is effective when the team is winning. Students’ scores on standardized tests 
determine a school principal’s effectiveness. In all cases, the definition of leadership 
effectiveness is highly complex and multifaceted. 


Part I Building Blocks 


Consider the challenge faced by the executives of the New York Times, one of the 
world’s most respected newspapers. In 2002, the paper won a record seven Pulitzer 
prizes, a clear measure of success. A year later, however, the same executive editor team 
that had led the company in that success was forced to step down because of plagiarism 
scandals (Bennis, 2003). The executive team’s hierarchical structure, autocratic leader- 
ship style, and an organizational culture that focused on winning and hustling were 
partly blamed for the scandals (McGregor, 2005a). By one measure, the Times was 
highly effective; by another, it failed a basic tenet of the journalistic profession. Politics 
further provide examples of the complexity of defining leadership effectiveness. 
Consider former U.S. President Clinton, who, despite being tried and impeached in 
the U.S. Senate, maintained his popularity at the polls in 1998 and 1999; many voters 
continued to consider hin effective. Hugo Chavez, the president of Venezuela, contin- 
ues his hold on power and on many of his followers’ hearts. His opponents see him as a 
ruthless and dangerous dictator, but his supporters point to the concrete and effective 
social and economic programs that help the poorest in Venezuela and flood the econ- 
omy with cash (Gould, 2007; Sanchez, 2004). Similarly, President Alvaro Uribe of 
Colombia, who took office in 2002 and currently serving his second term, has been 
credited with reducing crime, inflation, and unemployment, while being accused of 
ties to the right-wing paramilitary organizations blamed for death of labor activists 
(Farzad, 2007). Whether any of these leaders is considered effective or not depends on 
one’s perspective. 

The common thread in all these examples of effectiveness is the focus on out- 
come. To judge their effectiveness, we look at the results of what leaders accomplish. 
Process issues, such as employee satisfaction, are important but are rarely the primary 
indicator of effectiveness. The executive editorial team at the New York Times delivered 
the awards despite creating a difficult and sometimes hostile culture. Voters in the 
United States liked President Clinton because the economy flourished under his 
administration. Hugo Chavez survives challenges because he can point to specific 
accomplishments. Alvaro Uribe highlights to economic gains and improved security. 
Similarly, in a school system, faculty morale and turnover, which are keys to the facili- 
tation of student learning, are not the primary criteria for determining effectiveness; 
when evaluating a school, parents look for test scores, and graduation and college 
admission rates. 

One way to take a broad view of effectiveness is to consider leaders effective when 
their group is successful in maintaining internal stability and external adaptability 
while achieving goals. Overall, leaders are effective when their followers achieve their 
goals, can function well together, and can adapt to changing demands from external 
forces. The definition of leadership effectiveness, therefore, contains three elements: 
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Leading Change The Container Store 


Chances are that if you have engaged in a home or office organization project, 
you have heard of the Container Store. The company offers creative, practical, 
and innovative solutions to a multitude of storage problems and has estab- 
lished a track record of success, having grown 15 to 20 percent a year since 
1978 (Containing Culture, 2007). But storing things is not the only thing the 
company is known for. Being a great company to work for, having a unique cul- 
ture, and treating its employees well are other areas in which the Container 
Store claims leadership. “It’s based on communication and understanding that 
you’ré part of something larger than Just moving that box... . You’re part of a 
very special company that is helping customers” is how Amy Carovillano, the 
company’s vice president of logistics, describes the culture (Drickhamer, 2005: 
16). Kip Tindell, cofounder of the company, states, “At the container Store we 
are fond of saying communication is leadership—they are the same thing,” 
which is part of the reason why Mellissa Reiff, who is known to be an outstand- 
ing communicator, was selected as president in 2006 (Duff, 2006: 3). 

Tindell says, “We talk about getting the customer to dance. . . every 
time she goes into the closet. . . because the product has been designed and 
sold to her so carefully” (Birchall, 2006). Achieving this level of service takes a 
dedicated, and the company believes, happy group of employees that the 
company carefully recruits (often mostly through its existing employees) and 
trains. Whereas in comparable companies, the average salesperson gets about 
8 hours of training during her first year on the job, it is not unusual for 
Container Store sales people to get over 200 hours of training before a new 
store opens (Birchall, 2006). In addition to a family-friendly work environ- 
ment, the company covers close to 70 percent of its employees’ health-care 
insurance costs, pays 50 to 100 percent higher wages than its competitors, and 
provides flexible shifts to accommodate its employees’ work-life balance. 

The investment in employees has paid off. The Container Store has an 
annual turnover of about 10 percent compared with 90 percent for most 
retail stores. Its founders, Kip Tindell and Garrett Boone, believe that the 
unique culture and the success of the company are inseparable. Their belief 
is so strong that when they were looking for investors, Boone stated, “Anyone 
who does not embrace our culture would be a lousy investor. Everything that 
we do is built on culture. How in the world would we otherwise have been 
able to create an environment where people love to come to work?” 
(Containing Culture, 2007: 24) 





Overall, leaders are 1. Goal achievement, which includes meeting financial goals, producing 
effective when their quality products or services, addressing the needs of customers, and 
followers achieve so forth 

their goals, can 
function well together, 
and can adapt to 
charfging demands 3. External adapiability, which refers to a group’s ability to change and 
from external forces. evolve successfully 


Sources: Birchall, J., 2006. “Training improves shelf life,” Financial Times, March 8. 
http://search.ft.com/ftArticle?>queryText=Kip+Tindell &y=0&aje=true&x=0&id= 
060307009431 (accessed July 8, 2007); Containing Culture. 2007. Chain Store Age 
(April): 23-24; Duff, M., 2006. “New president named at Container Store,” DSN 
Retailing Today, January 23: 3, 21; Drickhammer, D., 2005. “The Container Store: 
Thinking outside the box,” Material Handling Management, June: 16, 18. 


2. Smooth internal processes, including group cohesion, follower satisfaction, 
and efficient operations 


Part I Building Blocks 


Why Do We Need Leaders? 


Leadership is a universal phenomenon across cultures, What it is about people that 
makes leadership necessary and possible? What problems does leadership address? 
What needs does it fulfill? Although these can be philosophical and even spiritual 
questions about the human condition, discussions that are beyond the scope of this 
book, there are more practical and maybe simpler reasons why we need leaders. These 
reasons closely fall in line with the functions and roles that leaders play and are related 
to the need or desire to be in collectives. Overall, we need leaders 


» To keep groups orderly and focused. Human beings have formed groups and societies 
for close to 50,000 years. Whether the formation of groups itself is an instinct or 
whether it is ba¥ed simply on the need to be with others to accomplish goals, the 
existence of groups requires some form of organization and hierarchy. Whereas 
individual group members may have common goals, they also have individual needs 
and aspirations. Leaders are needed to pull the individuals together, organize, and 
coordinate their efforts. : 

» To accomplish tasks. Groups allow us to accomplish tasks that individuals alone could 
not undertake or complete. Leaders are needed to facilitate that accomplishment, 
to provide goals and directions and coordinate activities. They are the instrument of 
goal achievement. 

» To make sense of the world. Groups and their leaders provide individuals with a 
perceptual check. Leaders help us make sense of the world, establish social reality, 
and assign meaning to events and situations that may be ambiguous. 

» To be romantic ideals, Finally, as some researchers have suggested (e.g., Meindl and 
Ehrlick, 1987), leadership is needed to fulfill our desire for mythical or romantic 
figures who represent us and symbolize our own and our culture’s ideals and 
accomplishments. 


With all its benefits, the need for leadership presents a sizeable challenge. The 
presence of leaders necessarily and unavoidably creates hierarchy and inequality in 
groups. Even though some consider any unequal relationship inherently wrong and 
suggest that leadership should only be used to describe egalitarian, participative, and 
willing relationships between leaders and followers (Hicks cited in Wren, 2006), such 
a view would limit who would be considered a leader. We often follow people we agree 
with most, but not necessarily all of the time. We are willing to tolerate some degree of 
inequality in exchange for the security of groups and the ability to reach our individ- 
ual and collective goals. As we will discuss in Chapter 2, culture greatly impacts how 
much people tolerate inequality. Managing the inequality inherent in leader—follower 
relationships and the use of proper power by leaders are essential components of lead- 
ership. We will discuss this topic in detail in Chapter 5. 


OBSTACLES TO EFFECTIVE LEADERSHIP 


In any setting, being an effective leader is a challenging task. Even with a clear defini- 
*tion of leadership and what makes a leader effective, being effective is not easy. 
Meanwhile, organizations pay a heavy price for ineffective, incompetent, or unethical 
leadership (Bedeian and Armenakis, 1998; Kellerman, 2004). The keys to becoming an 


CHAPTER 1 Definition and Significance of Leadership 


effective leader are knowledge, experience, practice, and learning from one’s mistakes. 
Unfortunately, many organizations do not provide an environment in which leaders 
can practice new skills, try out new behaviors, and observe their impact. In most cases, 
the price for making mistakes is so high that new leaders and managers opt for routine 
actions. 

Without such practice and without failure, it is difficult for leaders to learn how 
to be effective. The experience of failure, in some cases, may be a defining moment in 
the development of a leader (George, 2007). The question is, therefore, what are the 
obstacles to becoming an effective leader? Aside from different levels of skills and apti- 
tudes that might prevent a leader from being effective, several other obstacles to effec- 
tive leadership exist. 


» First, organizations face considerable uncertainty that creates pressure for quick 
responses and solutions. External forces, such as voters and investors, demand 
immediate attention. In an atmosphere of crisis, there is no time or patience 
for learning. Ironically, implementing new methods of leadership, if they are 
allowed, would make dealing with complexity and uncertainty easier in the long 
run. Therefore, a vicious cycle that allows no time for the learning that would help 
current crises continues. The lack of learning and experimentation in turn causes 
the continuation of the crises, which makes unavailable the time needed to learn 
and practice innovative behaviors. 

» Second, organizations are often rigid and unforgiving. In their push for short-term 
and immediate performance, they do not allow any room for mistakes and 
experimentation. A few organizations, such as Virgin Group Ltd., 3M, and Apple 
Computers that encourage taking risks and making mistakes, are the exception. 
The rigidity and rewards systems of many institutions discourage such endeavors. 

» Third, organizations fall back on old ideas about what effective leadership is and, 
therefore, rely on simplistic solutions that do not fit new and complex problems. The 
use of simple ideas, such as those proposed in many popular books, provides only 
temporary solutions. 

» Fourth, over time, all organizations develop a particular culture that strongly 
influences how things are done and what is considered acceptable behavior. As 
leaders try to implement new ideas and experiment with new methods, they may 
face resistance generated by the established culture. For example, as Ford Motor 
company struggles for survival, its new leaders face what many consider the com- 
pany’s dysfunctional culture (Kiley, 2007). 

» Finally, another factor that can pose an obstacle to effective leadership is the difficulty 
involved in understanding and applying the findings of academic research. In the laud- 
able search for precision and scientific rigor, academic researchers sometimes do 
not clarify the application of their research. 


The complex and never-ending learning process of becoming an effective leader 
requires experimentation and organizational support. The inaccessibility of academic 
research to many practitioners and the short-term orientation of the organizations in 
which most managers operate provide challenging obstacles to effective leadership. 
Except for the few individuals who are talented and learn quickly and easily or those 
rare leaders who have the luxury of time, these obstacles are not easily surmounted. 
Organizations that allow their leaders at all levels to make mistakes, learn, and develop 
new skills are training effective leaders. 
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LEADERSHIP AND MANAGEMENT 


What is the difference between a leader and a manager? Are the two basically the same, 
or are there sharp distinctions between them? These questions have moved to the fore- 
front of the discussion of leadership in the past few years. Carol Hymowitz, a writer with 
the Wall Street Journal, considers herself lucky to have worked for two bosses who were 
“leaders more than managers” (Hymowitz, 1998: B1). She believes leaders inspire their 
followers to take risks. Carol Bartz, chief executive at Autodesk, suggests that managers 
“know how to write business plans, while leaders get companies—and people—to 
change” (Hymowitz, 1998: B1). Brad Anderson, CEO of Best Buy, is an example of how 
leaders may be different from managers. He states, “My primary job as a leader is 
to provide the right sort of emotional support or relief” (McGregor, 2005b). Table 1-1 
presents the major distinctions between managers and leaders. Whereas leaders have 
long-term and future-oriented perspectives and provide a vision for their followers that 
looks beyond their immediate surroundings, managers take short-term perspectives 
and focus on routine issues within their own immediate departments or groups. 
Zaleznik (1990) further suggests that leaders, but not managers, are charismatic and 
can create a sense of excitement and purpose in their followers. Kotter (1990) takes a 
historical perspective in the debate and proposes that leadership is an age-old concept, 
but the concept of management developed in the past 100 years as a result of the com- 
plex organizations created after the industrial revolution. A manager’s role is to bring 
order and consistency through planning, budgeting, and controlling. Leadership, on 
the other hand, is aimed at producing movement and change (Kotter, 1990, 1996). 
The debates suggest that for those who draw a distinction between leaders and 
managers, leaders are assigned attributes that allow them to energize their followers, 
whereas managers simply take care of the mundane and routine details. Both are nec- 
essary for organizations to function, and one cannot replace the other. By considering 
the issue of effectiveness, many of the arguments regarding the differences between 
leadership and management can be clarified. For example—because being an effec- 
tive manager involves performing many of the functions that are attributed to leaders 
with or without some degree of charisma—are managers who motivate their followers 
and whose departments achieve all their goals simply effective managers, or are these 
managers also leaders? The distinctions drawn between leadership and management 
may be more related to effectiveness than to the difference between the two concepts. 


Table I-1 Managers and Leaders. 


Managers Leaders 





Focus on the present Focus on the future 


Maintain status quo and stability Create change 
Implement policies and procedures Initiate goals and strategies 
Maintain existing structure Create a culture based on shared values 
Remain aloof to maintain objectivity Establish an emotional link with followers 


Use position power 
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Use personal power 
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An effective manager of people motivates them and provides them with a sense of mis- 
sion and purpose. Therefore, effective managers can be considered leaders. 

Thus, any manager who guides a group toward goal accomplishment can be con- 
sidered a leader. Much of the distinction between management and leadership comes 
from the fact that the title leader assumes competence. Therefore, an effective and suc- 
cessful manager can be considered a leader, but a less-competent manager is not a 
leader. Overall, the debate over the difference between the two concepts does not add 
much to our understanding of what constitutes good leadership or good management 
and how to achieve these goals. It does, however, point to the need felt by many 
organizations for effective, competent, and visionary leadership/management. This 
book does not dwell on the distinction between the two concepts and uses the terms 
interchangeably. ; 


ROLES AND FUNCTIONS OF LEADERS 


Although leaders in different organizations and different cultures may perform dis- 
similar functions and play different roles, researchers have identified a number of 
managerial roles and functions that cut across most settings. 


Managerial Roles 


To be effective, leaders perform a number of different roles. The roles are sets of 
expected behaviors ascribed to them by virtue of their leadership position. Along with 
the basic managerial functions of planning, organizing, staffing, directing, and con- 
trolling, leaders are ascribed a number of strategic and external roles, as well, which 
are discussed in detail in Chapter 7. Furthermore, one of the major functions of lead- 
ers is to provide their group or organization with a sense of vision and mission. For 
example, department managers need to plan and organize their department’s activi- 
ties and assign various people to perform tasks. They also monitor their employees’ 
performance and correct employees’ actions when needed. Aside from these internal 
functions, managers negotiate with their boss and other department managers for 
resources and coordinate decisions and activities with them. Additionally, like man- 
agers in many organizations, department managers must participate in strategic plan- 
ning and the development of their organization’s mission. 

Researchers have developed different taxonomies of managerial activities 
(Komaki, 1986; Luthans and Lockwood, 1984). One of the most cited is proposed by 
Henry Mintzberg (1973), who adds the 10 executive roles of figurehead, leader, 
liaison, monitor, disseminator, spokesperson, entrepreneur, disturbance handler, 
resource allocator, and negotiator to an already long list of what leaders do. Mintzberg’s 
research further suggests that few, if any, managers perform these roles in an orga- 
nized, compartmentalized, and coherent fashion. Instead, a typical manager’s days are 
characterized by a wide variety of tasks, frequent interruptions, and little time to think 
or to connect with their subordinates. Mintzberg’s findings are an integral part of 
many definitions of leadership and management. The roles he defines are typically 
considered the major roles and functions of leaders. 

Interestingly, research indicates that gender differences are evident in how man- 
agers perform their roles. In her book The Female Advantage: Women’s Way of Leadership, 
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Sally Helgesen (1995) questions many myths about the universality of management 
behaviors. Through case studies of five female executives, Helgesen faithfully repli- 
cated the methodology used 20 years earlier by Mintzberg in his study of seven male 
managers. Mintzberg had found that his managers often worked at an unrelenting 
pace, with many interruptions and few non-work-related activities. The men felt that 
their identity was tied directly to their job and often reported feeling isolated, with no 
time to reflect, plan, and share information with others. They also reported having a 
complex network of colleagues outside of work and preferring face-to-face interaction 
to all other means of communication. 

Helgesen’s findings of female managers matched Mintzberg’s only in the last two 
categories. Her female managers also were part of a complex network and preferred 
face-to-face communication. The other findings, however, were surprisingly different. 
The women reported working at a calm, steady pace with frequent breaks. They did 
not consider unscheduled events to be interruptions; they instead viewed them as a 
normal part of their work. All of them reported working at a number of non—work- 
related activities. They each cultivated multifaceted identities and, therefore, did not 
feel isolated. They found themselves with time to read and reflect on the big picture. 
Additionally, the female executives scheduled time to share information with their 
colleagues and subordinates. ; 

The gender differences found between the two studies can be attributed partly 
to the 20-year time difference. Helgesen’s suggestions about a female leadership style, 
which she calls “the web,” are supported by a number of other research and anecdotal 
studies. Helgesen’s web is compared to a circle with the manager in the center and 
interconnected to all other parts of the department or organization. This view differs 
sharply from the traditional pyramid structure common in many organizations. 
Chapter 2 further explores the gender differences in leadership. 


Functions of the Leader: Creation and Maintenance 
of an Organizational Culture 


One of the major functions of leaders is the creation and development of a culture 
and climate for their group or organization (Nahavandi and Malekzadeh, 1993a; 
Schein, 2004). Leaders, particularly founders, leave an almost- 
indelible mark on the assumptions that are passed down from 
one generation to the next. In fact, organizations often come 
to mirror their founders’ personalities. Consider, for example, 
how Starbucks, the worldwide provider of gourmet coffee reflects 
the dreams and fears of its founder, Howard Schulltz. The company 
is known for its generous benefit package and its focus on taking 
care of its employees. Schulltz often repeats the story of his 
father losing his job after breaking his leg and the devastating 
and long-lasting effect this event had on him and his family 
(Holstein, 2007). As is the case in many other organizations, the founder’s style, or in 
the case of Starbucks, the founder’s family history, has an impact on the culture of an 
organization. 

If the founder is workaholic and control oriented, the organization is likely to 
push for fast-paced decision making and be centralized. If the founder is participative 
and team oriented, the organization will be decentralized and open. Norm Brodsky, a 
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Figure I-I Leader’s Function in Shaping Organizational Culture. 


veteran entrepreneur who created several businesses, realized how much his hard- 
driving personality impacted the culture of his company. He also realized that his wife 
and partner’s more caring style was having a positive impact on employees, so he 
worked on softening his own style and supporting her initiatives (Brodsky, 2006). The 
leader’s passion often translates into the mission or one of the primary goals of the orga- 
nization, as is the case of Howard Schulltz for Starbucks. Similarly, David Neeleman’s 
passion for customers and high-quality service (see Leadership in Action at the end of 
this chapter) has shaped all of JetBlue’s operations. The leaders make most, if not all, of 
the decisions regarding the various factors that will shape the culture (Figure 1-1). 

Leaders are role models for other organizational members. They establish and 
grant the status symbols that are the main artifacts of organizational culture. Followers 
take their cues from the leaders on what behaviors are and are not acceptable. For exam- 
ple, Stepen Oesterle of Medtronics leads by example. As a marathon runner, he pro- 
motes a healthy lifestyle and its role in restoring lives, which is the mission of his com- 
pany (Tuggle, 2007). Another example is Tyler Winkler, the senior vice president of sales 
and business development for Secure Works, who is obsessed with improving sales num- 
bers. One of his first statements to his employees was “Make your numbers in three 
months or you’re out” (Cummings, 2004). He measures everything, observes employees 
closely, and provides detailed feedback and training, all to improve sales. His methods 
become the norm in the organization and create a legion of loyal employees. 

Recent research about the importance of empathy in leadership suggests another 
function for leaders, related to cultural factors. Researchers argue that a key function of 
leaders is to manage the emotions of group members (Humphrey, 2002; Kellett, 
Humphrey, and Sleeth, 2002). Even though attention to internal process issues, such as 
the emotional state of followers, has always been considered a factor in leadership, it is 
increasingly seen not as a peripheral task, but rather as one of the main functions. This 
function is particularly critical to maintaining followers’ positive outlook in uncertain 
and ambiguous situations. Followers observe their leaders’ emotional reactions and take 
their cue from them to determine appropriate reactions (Pescosolido, 2002). Kellett 


and colleagues (2002) suggest that the increasing use of teams, rapid globalization, and 
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the growing challenge to retain valued employees all make the consideration of 
employee emotions and feelings a factor in effectiveness. An unlikely example of the 
emotion management role of leaders is Bob Ladouceur, the La Salle high-school foot- 
ball coach whose team won every single game for 12 years (Lawlor, 2006). The California 
parochial school’s players are not generally considered to be the most talented or the 
strongest. Ladouceur, however, gets extraordinary performance from them through 
hard training and focusing on their emotions. Although he says that an undefeated sea- 
son is what he always shoots for (Lawlor, 2006), he also states, “If a team has no soul, 
you're just wasting your time” (Wallace, 2003: 100-104). He wants his players to get in 
touch with their emotions and develop “love” for their teammates. For Ladouceur, man- 
aging these emotions iyghe key to his teams’ winning streaks. 

Another behavior that leaders need to model is accepting responsibility for one’s 
actions. With the power and status afforded to leaders comes the obligation of accept- 
ing responsibility for their own decisions and the organization’s impact on others. The 
willingness to accept such responsibility often is lacking in many U.S. corporations, 
where finger pointing consumes more energy than correcting mistakes. A leader’s 
demeanor can set the tone for others in the organization to either accept or shirk 
responsibility for their actions and decisions. 

Other means through which the leader shapes culture are by decisions regarding 
the reward system (Kerr and Slocum, 1987) and by controlling decision standards. In 
one organization, rewards (financial and nonfinancial) go to only the highest contributors 
to the bottom line. In another, accomplishments such as contribution to cultural diver- 
sity or the degree of social responsibility are also valued and rewarded. Additionally, 
leaders are in charge of selecting other leaders and managers for the organization. 
Those selected are likely to fit the existing leader’s ideal model and, therefore, fit the 
culture. Other influential members of the organization provide leaders with yet 
another opportunity to shape the culture. Many firms, for example, establish a nomi- 
nating committee of the board of directors. In such committees, top managers nomi- 
nate and select their successors. Therefore, they not only control the current culture 
but also exert a strong influence on the future of their organization. To select his suc- 
cessor, General Electric’s (GE) Jack Welch carefully observed, interacted with, and 
interviewed many of the company’s executives. He sought feedback from top company 
leaders, and after selecting Jeff Immelt, Welch orchestrated the transition of power. 
This managed succession assured that the new leader, although bringing about some 
new ideas, fit the existing culture of the organization (J. Useem, 2001). 

The power of the leader to make decisions for the organization about structure 
and strategy is another effective means of shaping culture. By determining the hierar- 
chy, span of control, reporting relationship, and degree of formalization and special- 
ization, the leader molds culture. A highly decentralized and organic structure is likely 
to be the result of an open and participative culture, whereas a highly centralized 
structure will go hand in hand with a mechanistic/bureaucratic culture. The structure 
of an organization limits or encourages interaction and by doing so affects, as well as is 
affected by, the assumptions shared by members of the organization. Similarly, the 
strategy selected by the leader or the top management team will be determined by, as 
well as help shape, the culture of the organization. Therefore, a leader who adopts 
a proactive growth strategy that requires innovation and risk taking will have to create 
a culture different from a leader who selects a strategy of retrenchment. 


CHAPTER 1 


Applying What You Learn 
Leadership Basics 


Leadership is a complex process that is a jour- 
ney rather than a destination. All effective lead- 
ers continue to grow and improve, learning 


from each situation they face and from their 


mistakes. Here are some basic points that we 


will revisit throughout the book: 


Find your passion: We can be at our best 
when we lead others into something for 
which we have passion. 
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and consider them learning opportunities. 
Mistakes are more likely to happen when 
you are placed in new challenging situations 
that provide you with opportunities to 
learn. 


Pay attention to your environment: 
Understanding all the elements of a 
leadership situation, and particularly 
followers, is essential to effectiveness. Ask 
questions, listen carefully, and observe 


e Learn about yourself: Self-awareness of your 
values, strengths, and weaknesses is an 
essential starting point for leaders. 


intently so that you can understand the 
people and the situations around you. 


e Experiment with new situations: Learning and 
growth occurs when we are exposed to new 
situations that challenge us; seek them out. 


© Get comfortable with failure: All leaders fail; 
good leaders learn from their mistakes think! 


of humor and keeping a perspective on 
priorities will help you. You will not 
never be as good as all your supporters 


DOES LEADERSHIP MAKE A DIFFERENCE? 


Open any newspaper or business periodical'and you probably will find the profile of a 
political, community, or business leader or a lengthy article about how an organization 
is likely to be greatly affected by its new leadership. Company stocks fluctuate because 
of changes in leadership. For example, while the board of directors of American 
Express was debating the fate of CEO Robinson (he was eventually replaced), the com- 
pany’s stock price plummeted a steep 13 percent in four days. Similarly, a new leader 
can affect a firm’s credit rating by affecting the confidence of the financial community 
in this person. As Xerox weathered considerable financial and leadership problems in 
2000 and 2001, the selection of Anne Mulcahy, a company veteran, as CEO helped 
ease stakeholders’ concerns (see Leadership in Action in Chapter 10). A city or nation 
might feel a sense of revival and optimism or considerable concern when a new leader 
is elected. In 1998 Venezuelans elected Hugo Chavez, a former paratrooper and populist 
leader of a failed coup, as president. Despite serious concerns from the business and 
financial communities, Chavez energized millions of voters with a party that won 
35 percent of congress a year before the presidential elections. In 2004 he survived, 
with a clear majority, a recall vote that was based on ongoing concerns about his 
authoritarian style and use of the military. Whether supporters or opponents of 
Chavez, Venezuelans, like many others around the world, believe that leadership is an 
important matter. 


¢ Don’t take yourself too seriously: A good sense 


believe and not as flawed as your detractors 
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Although you might take this assertion for granted, considerable debate among 
leadership scholars addresses whether leadership actually impacts organizations. The 
following are the key questions: 


» To what extent, if at all, does the leadership of an organization affect various organi- 
zational elements and organizational performance? 


» Does leadership have more impact in certain situations than in others? 


Arguments against the Impact of Leadership 


Much of the research about the lack of impact of leadership has roots in the field of 
sociology. Such an approach asserts that organizations are driven by powerful factors 
other than their manggement (Brown, 1982; Cyert and March, 1963; Hannan and 
Freeman, 1977; Meindl and Ehrlick, 1987; Salancik and Pfeffer, 1977a). Suggestions 
that leaders are not important abound, made by many throughout history. Leo Tolstoy 
suggested that leaders are simply slaves of history; their presence and actions irrele- 
vant and determined by the inevitable course of events. Karl Marx made similar asser- 
tions about the power of history and irrelevance of leaders. Modern researchers sug- 
gest that environmental, social, industrial, and economic conditions, just to name a 
few factors, determine organizational direction and performance to a much higher 
degree than does leadership. Similarly, the same external factors, along with organiza- 
tional elements such as structure and strategy, are assumed to limit the leader’s decision- 
making options, further reducing the leader’s discretion. The support for this 
approach comes primarily from two areas: 


» First, a group of researchers studied the impact of leadership succession in 
organizations. Results from studies in the private and public sectors support the 
notion that the change of leadership does not affect organizational performance 
strongly. For example, Salancik and Pfeffer (1977a), in a study of the performance 
of mayors, found that leadership accounted for only 7 to 15 percent of changes in 
city budgets. Similarly, Lieberson and O’Connor (1972) found that whereas leadership 
has minimal effects on the performance of large corporations (accounting for only 
7 to 14 percent of the performance), company size and economic factors show 
considerable links to firm performance. 

» Second, support for the lack-ofimportance hypothesis is found in an area of 
research that focuses on the extent of managerial discretion (Finkelstein and 
Hambrick, 1996; Hambrick and Finkelstein, 1987). Although the goal of the 
research is not to show the insignificance of leadership, some of the results show 
that CEOs have limited discretion in their choices and activities. The lack of 
managerial discretion in decision making further reinforces the notion that 
external environmental elements and internal macro-organizational elements 
have more impact than does leadership. 


Overall, the early evidence from the leadership succession research together 
with some of the managerial discretion findings can be used to support several sug- 
gestions. First, leaders have minimal impact on organizations. Second, even when 
leaders do make decisions that affect organizations, their decisions are determined by 
environmental and organizational factors and are, therefore, not a reflection of the 
leader’s preferences or style. Additionally, some researchers consider leadership to be 
a simple symbol or myth rather than an objective factor in organizations (Meindl and 
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Table 1-2 Arguments Regarding the Impact of Leadership. 


Leadership Is insignificant Leadership Has an Impact 





e Outside environmental factors affect ¢ Leadership is one of the many important 
organizations more than leadership. factors. 

e Internal structure and strategy determine © Leadership is key in providing vision and 
the course an organization takes. direction. 

e Leadership accounts for only 7 to e Leadership can account for up to 44 percent 
15 percent of financial performance. of a firm’s profitability. 

« Leaders have little discretion to really * Leadership is critical in orchestrating change. 


make an impact. 
Leadership is a romantic myth rather a — * Leadership’s impact is moderated by 
real organizational factor. situational factors. 


® 





Ehrlick, 1987). Research findings in support of such a view indicate that when asked 
who is responsible for a group’s or an organization’s success and performance, people 
are more likely to attribute the success to the leader than to other factors. This ten- 
dency occurs even when available data indicate that attributing success to the leader 
alone is not warranted. Based on these findings, researchers conclude that the effect 
of leaders, although interesting, is not objective and actual but rather reflects a roman- 
tic notion of the role and impact of leaders. Table 1-2 summarizes the arguments 
regarding the impact of leadership. 


Arguments for the Impact of Leadership 


Reconsideration of the data and reinterpretation of the findings point to the serious 
flaws in the research concerning the lack of impact of leadership. Such flaws reassert 
the importance of leadership in organizational performance. (See Table 1-2 for a sum- 
mary.) For example, in reevaluating Lieberson and O’Connor’s 1972 study, Weiner 
and Mahoney (1981) find that a change in leadership accounts for 44 percent of the 
profitability of the firms studied. Other researchers (Day and Lord, 1988, Thomas, 
1988) indicate that the early results were not as strong as originally believed. Some 
studies of school systems show that the principal is the most important factor in the cli- 
mate of a school and the success of students (Allen, 1981). Still other studies find that 
the leadership is critical to orchestrating and organizing all the complex elements nec- 
essary to change an organization (Burke, Richley, and DeAngelis, 1985). Recent stud- 
ies suggest that leadership can have an impact by looking at the disruption that can 
come from changes in leadership (Ballinger and Schoorman, 2007). 


Reconciling the Differences 


The debates about the impact of leadership make valuable contributions to our under- 
standing of leadership. First, it is important to recognize that leadership is one of many 
factors that influence the performance of a group or an organization. Second, the 
leader’s contribution, although not always tangible, is often significant in providing a 
vision and direction for followers and in integrating their activities. Third, the key is to 
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identify situations where the leader’s power and discretion over the group and the orga- 
nization are limited. (These situations are discussed as part of the concept of leadership 
substitutes in Chapters 3 and 7, which describes the role of upper-echelon leaders.) 
Finally, the potential lack of impact of leaders in some situations further emphasizes the 
importance of followers in the success of leadership and the need to understand orga- 
nizations as broad systems. Some studies suggest that the two views complement each 
other and should be fully integrated (Osborn, Hunt, and Jauch, 2002). Overall, after 
years of debate, the popular view that leaders impact organizations continues to receive 
research support (Hambrick, 2007), as the focus shifts from whether a leader has an 
impact to understanding a leader’s impact and its consequences. 


CHANGES IN ORGANIZATIONS 
AND EXPECTATIONS OF LEADERS 


To some, a leader is someone who takes charge and jumps in to make decisions when- 
ever the situation requires. This view is particularly dominant in traditional organiza- 
tions with a clear hierarchy in which employees and managers carry out narrowly 
defined responsibilities. The extent to which a leader is attributed power and knowl- 
edge also varies by culture and will be discussed in Chapter 2. In cultures where power 
is highly differentiated, such as in Mexico, managers are expected to provide all the 
answers and solutions to work problems and control the activities of their employees, 
Although the U.S. mainstream culture is not as authority oriented as some other cul- 
tures, a large number of our leadership theories are implicitly or explicitly based on 
the assumptions that leaders have to take charge and provide others with instructions, 
For example, the initiation-of-structure concept provides that effective leadership 
involves giving direction, assigning tasks to followers, and setting deadlines. These 
activities are considered an inherent part of an effective leader’s behaviors. Similarly, 
the widely used concept of motivation to manage (Miner and Smith, 1982) includes 
desire for power and control over others as an essential component. Students of man- 
agement are still told that the desire to control others might be a key factor in deter- 
mining their motivation to manage, which in turn is linked to managerial success. 


New Roles for Leaders 


With the push for quality, continuous improvement, and the use of teams, organiza- 
tions and their hierarchies are changing drastically. As a result, many of the traditional 
leadership functions and roles are delegated to subordinates. Figure 1-2 presents the 
traditional model and the new model for the role of leaders in organizations. The 
focus on quality and teamwork in all aspects of decision making and implementation 
forces us to reconsider our expectations and requirements for leadership. Effective 
team leaders are not necessarily in control of the group. They might need facilitation 
and participation skills much more than initiation-of-structure skills. For example, 
employees in traditional organizations are responsible only for production; the plan- 
ning, leading, and controlling functions, as well as the responsibility for results, fall on 
the manager (see Figure 1-2). An increasing number of organizations, however, are 
shifting the activities and responsibilities typically associated with managers to employ- 
ees. Managers are expected to provide the vision, get the needed resources to employ- 
ces, act as support persons, and get out of employees’ way. The employees, in turn, 
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Figure 1-2 Control versus Result-Oriented Leadership. 


learn about the strategic and financial issues related to their job, plan their own activi- 
ties, set production goals, and take responsibility for their results. 

Many executives have adopted new management techniques to help them with 
the challenges inherent in the new roles for leaders. When Rick Sapio was the CEO of 
the 37-employee New York City Mutual.com, a mutual fund advisory company, he 
knew that his business was high-pressure with little time to stay in touch with his 
employees (Buchanan, 2001). Recognizing the importance of involving employees, 
however, Sapio created “Hassles,” an electronic mailbox through which employees can 
express their concerns and ideas with a guarantee from the CEO that they will be 
addressed within a week. For those who prefer to see the boss in person, Sapio sched- 
ules 1 hour each week in a conference room (rather than his office, which may seem 
inaccessible) where anyone can drop in to give him input. Jeffrey Immelt, CEO of 
General Electric (see Leading Change in Chapter 9), has made learning and getting 
to hear everybody’s ideas one of his priorities. His predecessor, Jack Welch, notes that 
a great leader needs to “get under the skin of every person who works for the com- 
pany” (Hammonds, 2004: 32). The Hay Group, a Philadelphia-based management 
consulting firm, conducted a study that identified elements of an effective corporate 
culture (Kahn, 1998). They found that “in the most admired companies, the key pri- 
orities were teamwork, customer focus, fair treatment of employees, initiative, and 
innovation” (Kahn, 1998: 218). Companies such as Procter & Gamble, Whole Foods, 
Toyota, and Best Buy practice being egalitarian and cooperative. Their priorities are 
fast decision making, training, and innovation. 

The new leadership styles are not limited to business organizations; they can also 
be seen in government and other not-for-profit organizations. Harry Baxter, chairman 
and CEO of Baxter Healthcare in Deerfield, Illinois, likes to focus on doing the right 


4 <5 


PART 1 Building Blocks 

thing instead of being right. He suggests, “I have very few definitive answers, but I have a 
lot of opinions” (Kraemer, 2003: 16). Philip Diehl, former director of the U.S. Mint, and 
his leadership team transformed the stodgy government bureaucracy into an efficient 
and customer-centered organization by asking questions, listening to stakeholders, cre- 
ating a sense of urgency in employees, and involving them in the change (Muio, 1999). 
These changes also occur in local, state, and federal government agencies. For example, 
Ron Sims, who was recognized in 2006 as one of the most innovative public officials, was 
known for always looking for common ground while operating from a clear set of prin- 
ciples (Walters, 2006). Ron Sims is also known for leading by example. When he talked 
about county employees adopting a healthier lifestyle, he started eating better and bik- 
ing and lost 40 pounds (Walters, 2006). Mitt Romney, the governor of Massachusetts in 
2004, expects people around him to think for themselves and to challenge his ideas 
(Prospero, 2004). 

These leaders have moved out of their top-floor offices to keep in touch with the 
members of their organizations. Given the rapid change and complexity of many orga- 
nizations and the environment in which they operate, cultivating broad sources of 
information and involving many in the decision-making process are essential. 


Factors Fueling Changes 


A number of external and internal organizational factors are driving the changes in 
our organizations and in the role of leaders and managers (Figure 1-3). First, political 
changes worldwide are leading to more openness and democracy. These political 
changes shape and are shaped by images of what is considered to be appropriate lead- 
ership. With the fall of the Soviet Union at the end of the twentieth century, the world 
saw an increase in the use of democratic principles aimed at power sharing. In the 
United States, the public continues to expect openness in the affairs of both the pri- 
vate and the public sectors. Politicians are forced to reveal much of their past and 


Figure |-3 


Factors Fueling Changes in Organizations and Their 
Leadership. 
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justify to the public many, if not all, of their decisions. Communities increasingly 
demand participation in the decisions regarding their schools, health-care systems, 
ironment. 
- rene with increasing global and local competition and complex and fast- 
changing technologies, numerous organizations struggle for their survival ae to ee 
their existence. Many are forced to reconsider how they provide goods and services to 
their customers and to reevaluate the assumptions they held as basic truths. For exam- 
ple, Bill Ford, Jr., who served as CEO of Ford for five years (Kiley, 9007), not only 2 
environmentalist who agreed to speak at a Greenpeace conference but also atten e 
union contract negotiations wearing union buttons stating that he hates the “us ghee 
them” mentality. He stayed close to employees and regularly ate at Ford’s cafeteria an 
was interested in joining the employee hockey league (Truby, 2003). 
The global competition associated with consumer demands for improved ee 
in products and services intensifies the need for flexibility and creativity on ee part : 
organizations. Poor management and lack of leadership often are blamed for the prob- 
lems facing U.S. organizations. The fierce international competition and get ora 
of our global competitors’ management practices push us to look for new so utions. 
Whether it is through restructuring in the private sector or through reinventing gov- 
ernment in the public arena, our old institutions seek new vitality. Many organizations 
are redefining and reengineering themselves, drastically altering the way employees do 
their jobs. These practices demand new leadership roles and procedures. 
Another key factor fueling changes in leadership are the demographic changes in 
the United States and many other countries (Figure 1-4 presents the ethnic diversity in 
the U.S. population). These demographic changes lead to increased diversity in the tee 
ious groups and organizations; their leaders must consider this diversity when making 


Figure 1-4 Diversity in the U.S Population. 
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Source: U.S. Census Bureau, Census 2000: hetp://www.census.gov/population/. 
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Tabie i-3 U.S Demographic Highlights and Trends. 


In 2000 over 37 million people (13% of the population) spoke a language other than 
English at home—over half of those speak Spanish. 


More than half of the U.S. workforce consists of women and minorities. 
By 2016, minorities will make up one third of the U.S. population. 


By 2025, the percentage of European Americans in the population will drop from 72% in 
2000 to 62%. 


By 2025, Hispanics are estimated to be 18% of the population, outnumbering African 
Americans who will fake up 13% of the population. 
By 2025, the average age will be close to 40, as opposed to under 35 in 2000. 


By 2025, more than 50% of the population of Hawaii, California, New Mexico and Texas 
will be from a minority group. 


By 2050, the Hispanic population of the U.S. will grow from | 1.5% of the population in 
2000 to 24.4%. 


By 2050, the average U.S. resident will be from a non-European background. 


By 2050, only about 60% of the entrants into the labor force will be white, with half that 
number being women. 


Source: U.S. Census Bureau, Census 2000: www.census.gov/population/. 


decisions. In some cases, the diversity is related to age; in others it is related to gender, 
ethnic background, or other factors. There are other countries that deal with similar or 
even greater cultural diversity. For example, Malaysia’s population is highly diverse and 
consists of Malays, Chinese, Indians, Arabs, Sinhalese, Eurasians, and Europeans, with 
the Muslim, Buddhist, Daoist, Hindu, Christian, Sikh, and Shamanistic religions all 
practiced ( World Fact Book: Malaysia, 2007). Although the majority of Singapore’s popu- 
lation of more than 4 million is Chinese, it also includes Malays, Indians, and Eurasians. 
Asa result, the country has four official languages: English, Malay, Mandarin, and ‘Tamil 
(World Fact Book: Singapore, 2007). Table 1-3 highlights some of the ethnic and demo- 


’ graphic changes and trends in the United States. 


The increasing number of women in the workforce is another factor that has an 
impact on leadership. Although women currently hold only 10 percent of the execu- 
tive positions in the United States, they make up over 46 percent of the general work- 
force and close to 51 percent of the managerial and professional ranks (Winning the 
waiting game for women CEOs, 2006). Similar trends exist all over the world. For 
example, even though progress has been slow, women make up almost 47 percent of 
the labor force and 36 percent of managerial positions in Canada (Tallarico and Gillis, 
2007). Scandinavian countries are leading the way with the number of women in top 
management and leadership positions in the executive office and boardrooms: 
women hold 29 percent of the board seats. In Sweden women hold 23 percent of the 
board seats (Amble, 2006). As a result, the old ways that were designed for a gender 
and ethnically homogeneous population do not always work with employees and cus- 
tomers from varied backgrounds and cultures. Much of the burden for devising and 
implementing the needed changes falls on the leadership of our organizations. The 
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demand to listen to and address the needs of nonhomogeneous groups requires skills 
i monitoring. 
inet Other re iccrends in the United States include what is called the popu- 
Jation hourglass with the largest percentage of the population being oe baby 
s (born between the late 1940s and 1960s) at the top, and the millennial ge 
boom rn after the mid-1980s) at the bottom, with the generation Xers (born between 
2 Os and 1980s) pinched in the middle (Zolli, 2006). This hourglass has consider- 
Me lications for those who lead organizations and what factors they must consider 
ae vveadin eople from different generations. We will discuss the impact of genera- 
eal sifferences on individuals in Chapters 2 and 4. Additionally, employees attain 
aoe sed levels of education today, and the younger generation enters the workplace 
vith ex ectations of participation and autonomy. The younger generations entering 
the workforce expect fast promotions, challenging learning opportunities, training, 
and work-life balance. The increase in service jobs at the expense of traditional mans 
facturing jobs puts employees in direct contact with customers and, there ore, red ss 
changes in how we manage and train employees. This increase in service ier sa ° 
means that employees must us¢ judgment and make many quick decisions that previ 
ent. 
oy Pere eee these pressures for change, many organizations find themselves 
rewriting their policies to address the needs of a diverse community and oe 
base. Organizations are building more diversity internally and changing i prac 
tices. Ted Childs, IBM’s president of global workforce diversity “ o has en 
described as the most effective diversity executive on the planet (Malveaux, ve 
states, “You’re going to have to sell to people who are different from yor an aa y 
from people who are different from you, and manage people who ae ; ee ae 
you... . This is how we do business. If it’s not your destination, you shou ge ne 
plane now” (Swan, 2000: 260). He views getting people to respect those who ar 
ferent from them as the biggest challenge in managing diversity. 


Barriers to Change _ — 
Despite the factors that fuel the need for change, few organizations and individuas 
have adopted new models for leadership painlessly and successfully. In part ecal or 
perceived financial pressures and attempts to find a quick way out of them, organ 
tions turn to tough autocratic leaders whose goals are clearly not employee mo nae 
and loyalty. For example, John Grundhofer, nicknamed Jack the MpPen specia at 
in implementing massive layoffs and found his skills in high deman - am ay 
Al Dunlap, with nicknames such as “Ming the Merciless and Chainsaw ; . or 2 ' 8 
time moved successfully from the top position of one organization to anor oe ore 
being fired from Sunbeam Corporation in 1998. For many years, ne mane com 
munity applauded him for his drastic cost-cutting strategies that involved wi ee cre 
layoffs. Bill George, the highly respected former CEO of Medtronic, states “ Ms 
focus on short-term and quick results cannot create the motivation necessary for « 
innovation and superior service that are essential to leadership and organization 
i rge, 2003). _ 

sec thet obstacle to mplementing new models of leadership is that even though 
teams are fairly common in lower and middle levels of organizations, top management 
still remains a one-person show. The hierarchical structure of many organizations ma 
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change difficult. Old cultures resist change. Few organizations truly reward enterprising 
employees and managers for crossing the traditional hierarchical barriers. Instead, most 
organizations continue to reward their leaders for tried-and-true approaches or some- 
times for nonperformance- and nonproductivity-related behaviors, despite the lack of 
success (Luthans, 1989). Marcus Buckingham, a researcher at the Gallup Organization, 
studied global leadership practice for 15 years. According to Buckingham, “The corpo- 
rate world is appallingly bad at capitalizing on the strengths of its people” (LaBarre, 
2001: 90). Gallup’s extensive surveys clearly show that employee engagement can have a 
considerable positive impact on an organization’s performance. Recent surveys of 
employees show that job satisfaction is lower in larger companies with more bureaucracy, 
lower autonomy, and low responsibility (Wall Street Journal, 2006). Few organizations take 
full advantage of their employees’ input. Tom Peters, the well-known management con- 
sultant, suggests that while business leaders focus on strategy they often “skip over the 
incredibly boring part called people,” thereby failing to take advantage of one of the 
most important aspects of their organization (Reingold, 2003: 94). Additionally, chang- 
ing the existing behaviors of management style is very difficult. John Kotter, Harvard 
Business School professor and noted authority on change, suggests, “The central issue is 
never strategy, structure, culture, or systems. The core of the matter is always about 
changing the behavior of people” (Deutschman, 2005). 

In addition, although they might spend a great deal of time working in teams, 
employees are still rewarded for individual performance. In other words, our reward 
structures fail to keep up with our attempts to increase cooperation among employees 
and managers. Furthermore, many employees are not willing or able to accept their 
new roles as partners and decision makers even when such roles are offered to them. 
Their training and previous experiences make them balk at taking on what they might 
consider to be their leader’s job. Even when organizations encourage change, many 
leaders find giving up control difficult. Many receive training in the benefits of 
empowerment, teams, and softer images of leadership, but they simply continue to 
repeat what seemingly worked in the past, engaging in what researcher Pfeffer calls 
substituting memory for thinking (1998). With all that training to be in charge, allow- 
ing employees to do more might appear to be a personal failure. Either because of 
years of traditional training or because of personality characteristics that make them 
more comfortable with control and hierarchy, managers’ styles often create an obsta- 
cle to implementing necessary changes. Research with children’s images of leadership 
indicates that the belief that leaders need to be in control develops early in life. 
Children, particularly boys, continue to perceive a sex-typed schema of leaders: lead- 
ers are supposed to have male characteristics, including dominance and aggression 
(Ayman-Nolley, Ayman, and Becker, 1993). 


SUMMARY AND CONCLUSIONS 


A leader is any person who influences individuals and groups within an organization, 
helps them in the establishment of goals, and guides them toward achievement of 
those goals, thereby allowing them to be effective. Leaders are often needed because 
they create order and organization in groups, allowing the groups to achieve their goals; 
they help people make sense of the world and often serve as ideal and romantic sym- 
bols for their followers. To be effective, leaders must help the organization maintain 
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internal health and external adaptability. Despite the apparent simplicity of the defin- 
s of leadership and effectiveness, both are difficult concepts to implement. 

Various studies proposed separate definitions for leadership and management. 
The activities performed by leaders, however, are similar to those typically considered 
the domain of effective managers. Although some view the roles of rane ean 
agers as being different, effective, and competent, managers are often also . ers 
within their groups and organizations. In addition to performing the traditiona se 
agerial roles and duties, leaders also play a special role in the creation of a ee ! or 
their organizations. They can affect culture by making direct decisions regar ne 
reward systems and hiring of other managers and employees and also by being role 
models for others in the organization. Notwithstanding the many roles that eee 
play in an organization, in some situations their impact on group and organizationa 
performance is limited. Therefore, it is essential to consider leadership in its proper 
context and to take into account the numerous factors that can affect group and orga- 


ition: 


nizational performance. 
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LEADERSHIP CHALLENGE: MOVINGTO LEADERSHIP 


You have been a member of a cohesive and productive department for the past three years 
Your department manager has accepted a job in another organization and you have bee 
moved into her position. You are not one of most senior members, : 
education, have been volunteering for many training programs, and have been an out 
standing individual contributor. Over the past three years, you have developed close rel, 
tionships with several of your department members who are around your age. You often 5 
out to lunch together, have drinks after work, and get together on weekends. There _ 
also a couple of “old-timers” who were very helpful in training you when you first came a 


Although you get along with them, you feel a bit awkward being promoted to be their boss 
You, however, know that neither has any formal education. , 


but you have the most 


1. What are the challenges you are likely to face as the new leader? 
2. What are some actions you should take to help smooth the transition? 
3. What are some things you should avoid? 
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REVIEW AND DISCUSSION QUESTIONS 


A ge pe 


10. 
ll. 


What are the essential components of the definition of leadership? 

What are the essential components of the definition of leadership effectiveness? 
Why do we need leaders? 

Provide one example each of an effective leader and a successful leader. Consider 
how they differ and what you can learn from each. 

What are the obstacles to effective leadership? How have the nature and occurrence 
of such obstacles changed in recent years? Why? 

Based on your knowledge of the field of management and your personal definition 
of leadership, how are management and leadership similar or different? How can the 
differences be reconciled? How do these differences add to our understanding of 
leadership? - 

What are the ways in which leaders influence the creation of culture in their organi- 
zations? Are any additional methods used by top managers? Provide examples. 

What are the basic assumptions guiding the “insignificant leadership” concept? What 
is your position on this issue? Document your arguments. 

What are the elements of the emerging leadership styles? What are the factors that 
support such styles? 

What obstacles do new leadership styles face in traditional organizations? 

How can obstacles to new models be overcome? 
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EXERCISE I-1: WHAT IS LEADERSHIP? 


This exercise is designed to help you develop a personal definition of leadership and clarify 
your assumptions and expectations about leadership and effectiveness. 


1. Describe your ideal leader 


Individually list five desirable and five undesirable characteristics of your ideal leader. 











Desirable Undesirable 
1. 1. 
2. @ 2. 
3 3. 
4 4, 
5 5 





2. Develop group definition 


In groups of four or five discuss your list and your reasons and draw up a common definition. 


3. Present and defend definition 


Each group will make a 5-minute presentation of its definition. 


4. Common themes 


Discuss various definitions: 
1. What are the common themes? 


2. Which views of leadership are presented? 


3. What are the assumptions about the role of the leader? 
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EXERCISE I-2: IMAGES OF LEADERSHIP 


One way you can clarify your assumptions about leadership is to use images to describe your 
ideal leader. Through the use of such images, you can understand your views of the role of 
leaders in organizations and your expectations and image of leadership. These images are 
your personal theories of leadership. For example, viewing leaders as facilitators presents a 
considerably different image from viewing them as parents. 


1. Select your image 


Select the image of your ideal leader. List the characteristics of that image. 


2. Share and clarify 
In groups of three or four share your leadership image and discuss its implications for 
your own leadership style. 


3. Class discussion 


Groups will share two of their individual members’ images of leadership. Discuss impli- 
cations of various images for the following aspects: 
1. A person’s leadership style 


2. Impact on organizational culture and structure 


3. Compatibility with current or past leaders 


4, Potential shortcomings of each image 
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EXERCISE 1-3: UNDERSTANDING THE LEADERSHIP 
CONTEXT 


This exercise is designed to highlight the importance and role of the context in the lead- 
ership process. 


1. Individual/ group work 


Select a leader and identify the contextual factors that affect his/her leadership. 
Consider various elements that may be relevant, such as the following: 
1. Long-term historical, political, and economic factors forces 


ow 


2. Current contemporary forces, including social values, changes, and cultural factors 


3, The immediate context, including organizational characteristics, the task, and 
followers 


2. Discussion 


How do all these factors affect the leader? Do they hinder or help the leader achieve 
his/her goals? 
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Leadership in Action: JetBlue’s 
David Neeleman Reinvents an Airline 


“Above all else, JetBlue Airways is dedicated 
to bringing humanity back to air travel” 
(JetBlue Airways Customer Bill of Rights, 
9007). “As long as we can delight our cus- 
tomers, there’s plenty of business for us” 
(BW Online, 2003) states David Neeleman, 
founder of JetBlue, an airline that serves 
mostly the eastern U.S. seaboard and is fast 
expanding to the western United States. 
Neeleman, a creative entrepreneur, has suc- 
cessfully navigated turbulent times with a 
no-layoffs strategy and expansion plans that 
target routes that other airlines drop. JetBlue 
now has seven years of successful operation, 
a few turbulent business decisions, and a 
vast contingent of loyal customers under its 
belt (Salter, 2007). Although Neeleman is 
now the nonexecutive chairman rather 
than CEO of the company (Maurer, 2007), 
the way that JetBlue reacted to its own mis- 
takes during a storm in February 2007 
where it held passengers in planes on the 
tarmac for seven hours during a storm, is 
indicative of the culture Neeleman has 
built. With a sincere apology (posted on the 
Web at http://www.jetblue.com/about/ 
ourcompany/apology/index.html) and hint 
of defensiveness (Salter, 2007), JetBlue 
quickly instituted a much_ publicized 
Passenger Bill of Rights to assure that its 
much-valued customers continue to remain 
loyal. 

With 500 daily flights to 50 destinations 
and over 100 planes, the company continues 
its steady growth (JetBlue profile, 2007). 
JetBlue’s small size, young fleet, and empha- 
sis on teamwork allow for quick decisions 
and implementation. Top executives and 
managers consistently interact with employ- 
ees and customers to listen and get feedback 


from them to keep addressing their con- 
cerns (Salter, 2004a). Neeleman focused on 
what he could control, management deci- 
sions and how customers and employees are 
treated (Salter, 2006). The attention to 
employees and customers has earned JetBlue 
high ratings and its CEO awards for being 
a visionary (www,jetblueairways.com). Pro- 
grams such as generous profit sharing, excel- 
lent benefits, open communication, and 
extensive training all get the right employ- 
ees in the company and retain them. 

Neeleman not only provides the vision, 
but also knows to listen to his people who, on 
occasion, veto his decisions. Neeleman takes 
it in stride and says, “I’m being totally defer- 
ential and patient. ... It’s because I think the 
situation demands it. I have to trust the 
instincts of the people around me” (Judge, 
2001: 131). The emphasis on employees and 
teamwork permeates every aspect of the com- 
pany. Neeleman explains, “If you treat people 
well, the company’s philosophy goes, they'll 
treat the customer well.” The senior vice pres- 
ident of operations echoes the focus on 
people: “There is no ‘they’ here. It’s ‘we’ and 
‘us’” (Salter, 2004a). “We select the best peo- 
ple, but we do extensive training to make 
sure they understand what is expected of 
them. ... Our leadership are held to a very 
high standard as to how they treat the other 
crew members,” says Neeleman, regarding 
JetBlue’s commitment to its employees 
(Ford, 2004: 141). 7 

Relying on creative use of technology, 
such as sophisticated programs to manage 
delays, onboard laptops that allow the crew 


_to speed up typical paperwork, and reserva- 


tion and call centers that are run out of 
agents’ homes, provides another way for 
(Continued) 
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Leadership in Action: (Continued) 


JetBlue to stay ahead. In Salt Lake City, 
Utah, Mary Drifill, one of 700 employees 
who work at home serving as reservation 
agents for JetBlue, often takes calls in her 
pajamas while keeping an eye on her three 
children. “It’s the best job I’ve ever had,” 
she says (Salter, 2004a). Her supervisor 
makes a particular effort to get to know the 
telecommuting employees and keep them 
connected through phone calls, regular 
online contact, and social get-togethers 
(Salter, 2004b). As Drifill chats with cus- 
tomers while making reservations, the posi- 
tive stories they tell her about Neeleman are 
a constant reminder about the importance 
of treating the customer well. Neeleman 
and other top executives are present at air- 
ports, on flights, and at company functions 
and events. Their presence and engage- 
ment with employees and customers creates 
opportunities to interact and get feedback. 
With low fares and unusual routes such 
as Washington, D.C., to Oakland and Long 
Beach, California, the airline does things 


that others in its industry say it should not be 
doing. What other low-fare carrier provides 
its coach customers with individual TV sets, 
blue potato chips, extra leg room, chocolate 
chip cookies, and a highly likable crew 
(Donnelly, 2001)? What other airline goes 
against expert advice and buys a fleet of 
brand new Airbus planes that offer luxury 
but are not fuel efficient? How can JetBlue 
afford to be the first U.S. national carrier to 
install bulletproof, dead-bolted doors on 
cockpits even before a Federal Aviation 
Administration mandate? JetBlue’s attitude 
and Neeleman’s creativity make it work. As 
Neeleman says, “It is the people that make it 
happen” (Ford, 2004: 140). 


QUESTIONS 


1. What are the key elements of JetBlue’s 
culture? 

2. What role does the leader play in the 
development and maintenance of the 
culture? 


Sources: JetBlue Airways Customer Bill of Rights. 2007. http://www,etblue.com/p/about/ourcompany/ 
promise/Bill_Of_Rights.pdf (accessed June 16, 2007); Salter, C., 2007. “Lessons from the Tarmac,” Fast 
Company, May: 31; Maurer, H., 2007. “JetBlue changes pilots,” Business Week, May: 28; JetBlue Profile. 2007. 
http://finance.yahoo.com/q/ pr?s=jblu (accessed June 16, 2007); BW Online. 2003. “David Neeleman, 
JetBlue.” http://www.businessweek.com:/print/magazine/content/03_39/b3851620.htm?mz (accessed 
September 16, 2004); Donnelly, S., 2001. “Blue Skies,” Time, July 30: 24-27; Judge, P., 2001. “How will your 
company adapt?” Fast Company, 54; Ford. 2004. “David Neeleman, CEO of JetBlue Airways, on people + 
strategy = growth,” Academy of Management Executive 18, no. 2: 139-143; Salter, C., 2004a. “And now the hard 
part,” Fast Company 82. http://pf.fastcompany.com/magazine/82/jetblue.html (accessed October 1, 2004); 
Salter, C., 2004b. “Calling JetBlue,” Fast Company 82. http://pf.fastcompany.com/magazine/82/jetblue_agents. 


html (accessed October 1, 2004). 
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The Global 


and Cultural 
Contexts 


“Varité en-deca des Pyrénées, erreur au—dela” 
(There are truths on this side of the Pyrenees which are falsehoods on the other) 
—BLAISE PASCAL 


After studying this chapter you will be able to: 


©) Understand the role culture can play in leadership 
[| Describe the three levels of culture 

t. Discuss the models of national culture 

E) Identify the impact of gender on leadership 


i") Discuss the role diversity plays in leadership 


eadership is a social and an interpersonal process. As is the case with any such 
| Banat the impact of culture is undeniable. Different cultures define leadership 
differently and consider different types of leaders effective. A leader who is considered 
effective in Singapore might seem too authoritarian in Sweden. The charisma of an 
Egyptian political leader is likely to be lost on the French or the Germans. Additionally, 
gender and other cultural differences among groups impact how leaders behave and 
how their followers perceive them. Understanding leadership, therefore, requires an 
understanding of the cultural context in which it takes place. 


DEFINITION AND LEVELS OF CULTURE 


Culture gives each group its uniqueness and differentiates one group from the other. 
Our culture strongly influences us; it determines what we consider right and wrong 
and influences what and who we value, what we pay attention to, and how we behave. 
Culture affects values and beliefs and influences leadership and interpersonal styles. 
We learn about culture formally through various teachings and informally through 
observation (Hall, 1973). 


RQ 
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Definition and Characteristics 


Culture consists of the commonly held values within a group of people. It is a set of 
norms, customs, values, and assumptions that guides the behavior of a particular 
group of people. It is the lifestyle of a group and the collective pro- 
gramming of the group members. Culture is shared by members of 
a group. It has permanence and is passed down from one generation 
to another. Group members learn about their culture through their 
parents and family, schools, and other social institutions and con- 


ethnicity, language, religion, or any characteristic that may differentiate one group 
from another and give it a unique identity. For example, as will be discussed in Chapter 6, 
believing in a savior contributes to the rise of charismatic leadership. Similarly, cultural 
differences based on gender influence our expectations of leaders and whom we con- 
sider an effective leader. In particular, widely held gender stereotypes affect our views of 
leadership and create significant differences in power and authority between men and 
women (Eagly and Carli, 2004). Many traditional male traits, such as aggression and 
independence, often are associated with leaders, but traditional female traits of sub- 


Culture affects how 
people view the world 
and how they think 
and, therefore, shapes 
behavior. 


sciously and unconsciously transfer it to the young and new members. 
Culture affects how people view the world and how they think and, therefore, shapes 
behavior. Although gilture has some permanence, it is also dynamic and changes over 
time as members adapt to new events and their environment. 


Levels of Culture 


Culture exists at three levels (Figure 2-1). The first is national culture, defined as a set 
of values and beliefs shared by people within a nation. Second, in addition to an overall 
national culture, different ethnic and other cultural groups that live within each nation 
might share a culture. Gender differences, for example, fit into this second level of cul- 
ture differences. Although these groups share national cultural values, they also 
develop their unique culture. Some nations, such as the United States, Canada, and 
Indonesia, include many such subcultures. Different cultural, ethnic, and religious 
groups are part of the overall culture of these nations, which leads to considerable cul- 
tural diversity. Diversity refers to the variety of human structures, beliefs systems, and 
strategies for adapting to situations that exist within different groups. It is typically used 
to refer to the variety in the second level of culture and includes such factors as race, 


The Three Levels of Culture. 


Figure 2-1! 
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missiveness and cooperation are not. 

The third level of culture is organizational culture—the set of values, norms, and 
beliefs shared by members of an organization. Given time, all organizations develop a 
unique culture or character whereby employees share common values and beliefs 
about work-related issues. These organizational values often include deeply held beliefs 
about leadership (Schein, 2004). In many cases, leaders, and particularly founders, are 
instrumental in creating and encouraging the culture. For example, the culture at 
Blackstone, one of the world’s most prestigious venture capital organizations, is high 
pressure and performance oriented and highly competitive. Mark Callogly, who ran 
one of the company’s divisions, talking about employees, states, “Each time they suit up, 
they expect to win. You need to bring your A-game everyday. It’s not summer camp” 
(Schwartz, 2007). Similarly, the example of leadership team at the New York Times shows 
the critical role of organizational culture (McGregor, 2005a). Linda Greenhouse, one of 
the paper’s senior reporters, states, “There is an endemic cultural issue at the Times. . . 
which is a top-down hierarchical structure” (Bennis, 2003). Other editors at the Times 
were reputed to focus relentlessly on the job at the expense of their employees’ needs 
and personal life. Abe Rosenthal, who stepped in after the leadership team resigned in 
2003, told one reporter, “If you are married, you don’t belong in journalism!” (Bennis, 
2003). Still other accounts of the culture at the Times indicate that leaders played 
favorites rather than focusing on performance (Cotts, 2003). 

Another very different organizational culture that focuses on employee concerns 
and needs is that of the Atlanta-based consulting firm North Highland, which employs 
250. The company established a “no-fly zone” when CEO David Peterson grew so tired 
of being constantly on the road and missing out on his family life that he created a 
company to serve local clients (Canabou, 2001). Peterson considers 50 miles to be the 
maximum distance people should have to travel for work. His company allows employ- 
ees to balance their work life and home life and provides its clients with consultants 
who are part of their community. Richard Tuck, cofounder and CEO of Lander 
International, a company based in El Cerrito, California, similarly encourages his 
employees to spend less time at work (Fromartz, 1998). When Jon Westberg, the com- 
pany’s executive recruiter, hit a performance slump and sought Tuck’s advice, Tuck 
suggested that “maybe he was spending too much time at work that he needed to 
devote more time to his art” (Fromartz, 1998: 125). Tuck wants his employees to have 
outside hobbies and commitments. He hates rules. As a result, the company’s culture 
is loose, with an emphasis on “anything goes.” Office manager Helen Winters notes, 
“I kept waiting for policies to be firmed up, but he just wouldn’t do it” (126). Compare 
Lander’s culture with that of the New York Times or the culture of Atlantic Group 
Furniture Procurement and Project Management, Inc., an office-furniture distributor 
in New York City. The company president, Roger Abramson, is obsessed with time and 
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productivity (Fenn, 1998). He has announced, “If you are not producing revenue, do 
not call me during the day” (61). In Atlantic’s fast-paced culture, only the highly com- 
petitive survive. The focus is on pay for performance. These different organizational 
cultures have different models of leadership effectiveness. At North Highland, work- 
life balance is key to effectiveness; at Lander’s, the leader is supportive and almost Spir- 
itual; at Blackstone and Atlantic, much like the New York Times, the leader pushes for 
performance and outcomes. 

Because national culture addresses many different aspects of life, it exerts a 
strong and pervasive influence on people’s behavior in everyday activities and in orga- 
nizations. The influence of organizational culture is, generally, limited to work-related 
values and behaviors. However, national culture strongly influences organizational cul- 
ture. French companies, for instance, share some characteristics that make them dif- 
ferent from compaiiies in other countries. Compared with their Swedish counterparts, 
French companies are more hierarchical and status oriented. 

All three levels of culture shape our views and expectations of our leaders, 
Whereas people in the United States do not expect leaders to be failure proof, in 
many other cultures, leaders’ admission of mistakes would be intolerable and a deadly 
blow to their authority and ability to lead. For example, many U.S. presidents—most 
recently President Clinton—when faced with no other option, recognized their mis- 
takes openly and professed to have learned from them. Many in the United States 
expected President Bush to admit mistakes in the war against Iraq, although no apolo- 
gies have been forthcoming. Such admissions rarely happen in other countries, and, if 
they do, they are interpreted as signs of weakness. Former President Vincente Fox of 
Mexico steadfastly refused to admit any error or to change course in the handling of 
his country’s economy. He categorically stated, “I believe there are no mistakes” 
(Government in Mexico, 2001: 35). When, in 1998, Indonesian president Suharto 
apparently admitted mistakes that contributed to his country’s economic crisis, he was 
seen as weak. Indonesians did not forgive him, and he eventually resigned. 

Each country and region in the world develops a particular organizational and 
management style based largely on its national culture. This style is called the national 
organizational heritage (Bartlett and Ghoshal, 1989, 1992). Although differences distin- 
guish one organization from another and one manager from another, research indi- 
cates that national heritage is noticeable and distinct. 


MODELS OF NATIONAL CULTURE 


Because many researchers and practitioners believe that understanding and handling 
cultural differences effectively are key to organizational effectiveness in increasingly 
global organizations (e.g., Dupriez and Simmons, 2000), they have developed several 
models for understanding national cultures. This section reviews four models with 
direct application to organizations and understanding leadership. 


Hall's High-Context and Low-Context Cultural Framework 


One of the simplest models for understanding culture, Edward Hall’s model, divides 
communication styles within cultures into two groups: high context and low context 
(Hall, 1976). In Hall’s model, context refers to the environment and the information 
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that provide the background for interaction and communication. 
Leaders from high-context cultures rely heavily on the context, 
including nonverbal cues and situational factors, to communicate 
with others and understand the world around them. They use per- 
sonal relationships to establish communication. Leaders from low- 
context cultures focus on explicit, specific verbal and written messages 
to understand people and situations (Munter, 1993). 

For example, Japan, Saudi Arabia, Greece, Italy, Vietnam, Korea, 
and China are all high-context cultures, where subtle body posture, 
tone of voice, detailed rituals, and a person’s title and status convey 
strong messages that determine behavior (Figure 2-2). Communi- 
cation does not always need to be explicit and specific. Trust is viewed 
as more important than written communication or legal contracts. In 
low-context cultures, such as Germany, Scandinavia, Switzerland, the 
United States, Great Britain, and Canada, people pay attention to the 
yerbal message. What is said or written is more important than non- 
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Leaders from high- 
context cultures rely 
heavily on the context, 
including nonverbal 
cues and situational 
factors, to communi- 
cate with others and 
understand the world 
around them. They use 
personal relationships 
to establish communi- 
cation. Leaders from 
low-context cultures 
focus on explicit, spe- 
cific verbal and writ- 
ten messages to 
understand people 
and situations. 


verbal messages or the situation. People are, therefore, specific and clear in their com- 


munication with others. 


The difference between high and low context can explain many cross-cultural 
communication problems that leaders face when they interact with those of a culture 
different from their own. The low-context European and North American leaders 
might get frustrated working with followers from high-context Asian or Middle 
Eastern cultures because whereas low-context leaders focus on specific instructions, 
the high-context followers aim at developing relationships. Similarly, high-context 
leaders might be offended by their low-context followers’ directness, which they can 


interpret as rudeness and lack of respect. 


Figure 2-2 High- and Low-Context Cultures. 
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Hofstede’s Five Cultural Dimensions 


Researcher Geert Hofstede developed one of the best-known classifications of culture 
known as Hofstede’s dimensions (Hofstede, 1992, 1997, 2001). He originally ee 
ducted more than 100,000 surveys of IBM employees in 40 countries, supplementeg 
by another series of surveys that led to the development of 
Confucian dynamism (Hofstede, 1996). He used the results to 
develop five basic cultural dimensions along which cultures differ: 
power distance, uncertainty avoidance, individualism, masculinity, 
and time orientation (Table 2-1). According to Hofstede, the com- 
bination of these five dimensions lends each national culture its dis- 
tinctiveness and unique character. 

©’ For example, when compared with 40 other nations, the 
United States is below average on power distance and uncertainty 
avoidance, highest in individualism (closely followed by Australia), 
and above average on masculinity and has a moderate to short-term 
time orientation. These scores indicate that the United States is a 
somewhat egalitarian culture in which uncertainty and ambiguity 
are well tolerated; a high value is placed on individual achievements, assertiveness, 
performance, and independence; sex roles are relatively well defined; and organiza- 
tions look for quick results with a focus on the present. Japan, on the other hand, 
tends to be higher than the United States in power distance, masculinity (one of the 
highest scores), and uncertainty avoidance but considerably lower in individualism, 
with a long-term orientation. These rankings are consistent with the popular image of 
Japan as a country in which social structures, such as family and organizations are 
important, their power and obedience to them tend to be absolute, risk and uncer- 


tainty are averted, gender roles are highly differentiated, and high value is placed on 
achievement. 


Table 2-1 Hofstede’s Five Cultural Dimensions. 


Power distance The extent to which people accept unequal distribution of power. 


In higher power-distance cultures, there is a wider gap between the 
powerful and the powerless. 
Uncertainty 


The extent to which the culture tolerates ambiguity and uncertainty. 
avoidance 


High uncertainty avoidance leads to low tolerance for uncertainty and 
a search for absolute truths. 


Individualism The extent to which individuals or closely-knit social structure, such 


as the extended family, is the basis for social systems. Individualism leads 
to reliance on self and focus on individual achievement. 
The extent to which assertiveness and independence from others is 


valued. High masculinity leads to high sex-role differentiation, focus on 
independence, ambition, and material goods. 


Masculinity 


Time orientation The extent to which people focus on past, present, or future. Present 


Orientation leads to a focus on short-term performance. 
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Harry Triandis, a cross-cultural psychologist, expanded on some of Hofstede’s 

cultural dimensions by introducing the concepts of tight and loose cultures and verti- 

al and horizontal cultures. Triandis (2004) suggests that uncertainty avoidance can 
es petter understood by further classifying cultures into either tight or loose cate- 

ories. In tight cultures, such as Japan, members follow rules, norms, and standards 
closely. Behaviors are, therefore, closely regulated; those who do not abide by the rules 
are criticized, isolated, or even ostracized, depending on the severity of the offense. 
Loose cultures, such as Thailand, show much tolerance for behaviors that are consid- 
ered acceptable, and although rules exist, violating them is often overlooked. Triandis 
(2004) places the United States in the moderate tight-loose category and suggests that 
the U.S. culture has moved toward becoming looser and more tolerant over the past 
on yeas focbihhe toh ie : 

Triandis further refined the concept of individualism /collectivism by.arguing that 

there are different types of collectivist and individualist cultures (1995). He proposes 
that by adding the concept of vertical and horizontal, we can gain a much richer under- 
standing of cultural values (Table 2-2). Vertical cultures focus on hierarchy; horizontal 
cultures emphasize equality (Triandis et al., 2001). For example, although Sweden and 
the United States are both individualist cultures, the Swedes are horizontal individual 
ists (HV) and see individuals as unique but equal to others. In the United States, which 
is more vertical individualist (VI), the individual is viewed not only as unique, but also 
superior to others. Similarly, in a horizontal collectivistic (HC) culture, such as Israel, 
all members of the group are seen as equal. In vertical collectivistic cultures (VC) such 
as Japan and Korea, authority is important and individuals must sacrifice themselves for 
the good of the group. The horizontal—vertical dimension, because it affects views of 
hierarchy and equality, is likely to impact leadership. 


Table 2-2 Vertical and Horizontal Dimensions of Individualism 
and Collectivism. 


Horizontal (Emphasis 
on Equality) 


Vertical (Emphasis 
on Hierarchy) 











Individualistic | Focus on the individual where Although the focus is on each 
each person is considered unique and individual being unique, individuals 
superior to others, often based on are considered equal to others 
accomplishments and performance, without a strong hierarchy. 
or material wealth. Example: Sweden 
Example: U.S.A. 

Collectivistic Strong group feeling with clear rank All group members are 


considered equal; the group 
has little hierarchy and there 
is strong focus on democratic 
and egalitarian processes. 


and status differentiation among group 
members; members feel obligation to 
obey authority and sacrifice self for 
good of the group if needed. 


Example: Israel 





Example: Japan 


Source: Based on Triandis et al., 2001. 
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Hofstede’s cultural values model along with the concepts proposed by Triandis 
provide a strong basis for explaining cultural differences. The model continues to be 
used as the basis for research on cross-cultural differences (e.g., Yan and Hunt, 2005) 
as well as for training leaders to work across cultures. Other researchers have provided 
additional means of understanding culture. 


Trompenaars’s Dimensions of Culture 


Fons Trompenaars and his colleagues provide a complex model that helps leaders 
understand national culture and its effect on organizational and corporate cultures 
(Trompenaars and Hampden-Turner, 2001; Trompenaars and Woolliams, 2003). They 
developed a model initially based on 15,000 people surveyed in organizations in 47 
cultures and furtherested it by adding data from more than 60,000 people. The 
model suggests that although understanding national culture requires many different 
dimensions, cross-cultural organizational cultures can be classified more efficiently 
based on two dimensions (Trompenaars, 1994): egalitarian-hierarchical and orienta- 
tion to the person or the task. When combined, they yield four general cross-cultural 
organizational cultures: incubator, guided missile, family, and Eiffel Tower (Figure 2-3), 
The four general types combine national and organizational cultures. The leader’s 
role in each type differs, as do methods of employee motivation and evaluation. 

Incubator cultures are egalitarian and focus on taking care of individual needs, 
Examples of incubator cultures can be found in many start-up, high-technology firms 
in the United States and Great Britain (Trompenaars, 1994: 173). In these typically 
individualist cultures, professionals are given considerable latitude to do their jobs. 
Leaders in such organizations emerge from the group rather than being assigned. 
Therefore, leadership is based on competence and expertise, and the leader’s respon- 
sibility is to provide resources, manage conflict, and remove obstacles. 


Figure 2-3 Trompenaars’ Cross-Cultural Organizational Cultures. 
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The guided missileis also an egalitarian culture, but the focus is on task completion 
rather than individual needs. As a result, the organizational culture is impersonal and, 
as indicated by its name, directed toward accomplishing the job. Trompenaars uses the 
U.S. National Aeronautics and Space Administration (NASA) as an example of the 

ided missile. In NASA and other guided-missile organizations, leadership is based on 

expertise and follower participation is expected. People work in teams of professionals 
who have equal status, with performance being the primary criterion for effectiveness. 

The family and Liffel Tower cultures both are hierarchical. Whereas the Eiffel 
Tower is focused on the task, the family takes care of individuals. As its name indicates, 
the family culture functions like a traditional family. The leader’s role is that of a pow- 
erful father figure, who is responsible for the welfare of all members. On the one 
hand, Trompenaars suggests that family organizational cultures are found in Greece, 
Italy, Singapore, South Korea, and Japan. On the other hand, the Eiffel Tower is hier- 
archical and task focused. Consistent with the name—the Eiffel Tower—many French 
organizations have an Eiffel Tower culture, characterized by a steep, stable, and rigid 
organization. The focus is on performance through order and obedience of legal and 
legitimate authority. The leader is the undisputed head of the organization and has 
full responsibility for all that occurs. 

Trompenaars’ added dimensions and focus on culture in organizations provides 
arich model for understanding culture. The most recent approach to explaining cul- 
tural differences will be presented next. 


Global Leadership and Organizational Behavior 
Effectiveness Research 


One of the most exciting and extensive research projects about cross-cultural differ- 
ences and leadership was conducted by a group of researchers in 62 countries (House 
et al., 2004). Despite recent debates about the methodology used by researchers of 
Global Leadership and Organizational Behavior Effectiveness research (GLOBE) 
(Graen, 2006; House et al., 2006), the model is comprehensive and highly useful in 
understanding leadership and culture. GLOBE examines culture using nine dimen- 
sions, predicting their impact on leadership and organizational processes (House 
et al., 2002; Table 2-3) Although some of the dimensions proposed by the GLOBE 
researchers are similar to those presented by Hofstede and Trompenaars and his col- 
leagues, others are unique and refine our understanding of culture. As with previous 
research, GLOBE assumes that culture affects what leaders do and how organizations 
are structured and managed. Based on their findings, the United States is among the 
highest in assertiveness and performance orientation and falls in the middle in all the 
other dimensions (Javidan and House, 2001). Spaniards and Germans are the most 
assertive and direct, while Germans also avoid uncertainty and are the lowest in valu- 
ing generosity and caring. Austrians and the Swiss, like Germans, require clear com- 
munication and will rely on rules and procedures to determine their behaviors. 
Russians and Italians invest the least in the future and are least likely to focus on per- 
formance and excellence. Furthermore, like the Greeks, Russians do not require 
much structure and can tolerate uncertainty to a greater extent than some Germanic 
Europeans. While differing in gender egalitarianism, the Swedes and Japanese are 
among the least assertive and direct. In countries with high power distance, such as 
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Table 2-3 Globe Dimensions. 


Dimension 


Description 


Country Rankings 





Power 
distance 


Uncertainty 
avoidance 


Humane 
orientation 


Collectivism | 
(institutional) 


Collectivism II 
(in-group) 


Assertiveness 


Gender 
egalitarianism 


Future 
orientation 


Performance 
orientation 


Sources: Based on House et al., 2004, 2002; Javidan & House, 2001, 


GLOBE assumes that 
culture affects what 
leaders do and how 
organizations are 
structured and man- 
aged. Based on their 
findings, the United 
States is among the 
highest in assertive- 
ness and performance 
orientation and falls in 
the middle in all the 
other dimensions. 


The degree to which power is 
distributed equally 


The extent to which a culture relies 
on social norms and rules to reduce 
unpredictability (high score indicates 
high tolerance for uncertainty) 

The degree to which a culture 
values fairness, generosity, caring 
and kindness 


The degree to which a culture values 
and practices collective action and 
collective distribution of resources 
The degree to which individuals 
express pride and cohesion in 

their family or organizations 

The degree to which individuals 

are assertive, direct and 
confrontational 


The extent of gender differentiation 
(high score indicates more 
differentiation) 

The extent to which a culture 
invests in the future rather than 

in the present or past 

The degree to which a culture 
values and encourages 

performance and excellence 


High—Russia, Spain, Thailand; 
Moderate—England, U.S.A., Brazil: 
Low—Denmark, israel, Costa Rica 
High—Denmark, Germany, Sweden; 
Moderate—Israel, U.S.A., Mexico; 
Low—Russia, Greece, Venezuela 


High—Indonesia, Egypt, Philippines; 
Moderate—Hong Kong, Sweden, 
U.S.A.; Low—Germany, Singapore, 
France 

High—Denmark, Singapore, Japan; 
Moderate—U.S., Egypt, Indonesia; 
Low—Greece, Germany, Italy 
High—Egypt, China, lran; 
Moderate—Japan, Israel, Italy; 
Low——Denmark, Finland, Sweden 


High—U.S.A., Germany; 
Moderate—France, Philippines; 
Low—Sweden, Japan, Kuwait 
High—South Korea, Egypt, India; 
Moderate—Italy, The Netherlands: 
Low—Sweden, Poland 





High—Denmark, Singapore; F 
Moderate—Australia, India; : 
Low—Russia, Italy | 
High—U.S.A., Taiwan, Singapore; : 
Moderate—Sweden, England, Japan; | 

f 


Low—Russia, Venezuela, Italy 


Thailand and Russia, communication is often directed one way, 
from the leader to followers, with little expectation of feedback. 
Finally, in cultures that value kindness and generosity, such as the 
Philippines or Egypt, leaders are likely to avoid conflict and act in 
a caring but paternalistic manner (Javidan and House, 2001). 


GLOBE identifies several categories of leader behavior that are 


either universally desirable, undesirable, or whose desirability is con- 
tingent on the culture (House et al., 2004). For example, charismatic/ 
value-based leadership is generally desirable across most cultures. 
Similarly, team-based leadership is believed to contribute to out- 
standing leadership in many cultures. Although participative leader- 
ship is seen, generally, as positive, its effectiveness depends on the 
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culture. Autonomous leaders are desirable in some cultures but not in all, and being 
|fprotective is seen as impeding effective leadership in most cultures. Even some 
_ eee that are somewhat. universal reflect cultural differences. For example, 
eee and the British highly value charisma whereas Middle Easterners place less 
-nortance on this behavior from their leader. Nordic cultures are less favorable 
eta self-protective leadership behaviors whereas Southern Asians accept it more 
i , 4). 
se a Seetine presented in this section provide different ways of under- 
standing national and organizational culture. Each model is not only Seine a can 
also be misapplied if used to stereotype national or organizational cultures. 
Hall and Hofstede focus primarily on national culture, Trompenaars provides a mode 
that combines national and organizational cultural and has a strong practitioner 
focus. GLOBE has one of the most comprehensive models available with a ne 
focus on leadership characteristics across cultures. All four models are used through- 
out the book to provide a cross-cultural perspective on leadership. 


GROUP CULTURE: GENDER AND DIVERSITY 


Whereas national culture impacts us at a macro level, another strong cultural influ- 
ence on individual behavior is group culture, which may consist of a number of pri- 
mary factors such as gender,-ethnicity, and age and other secondary factors such as 
income, education, and membership in various groups (Figure 2-4). The primary 


Applying What You Learn 
Using Culture to Be Effective 


Culture at all levels can have a powerful impact 


on both leaders and followers. The following are organization. 
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culture and value system and that of your 


some things to keep in mind to manage culture 


effectively: 


¢ Be aware and conscious of your own 


culture and its various components. What 
are your values? How important are they 
to your What are the conflicts you 
experience? 

Understand the culture of your organiza- 
tion. Is cooperation or competition val- 
ued? How formal is the environment? 
How much is performance valued? How 
about citizenship? What is rewarded? 


Be clear about any areas of agreement 
and disagreement between your 


Build on the agreements; they are likely 
to provide you with opportunities to 
shine. For example, if you value competi- 
tion and high performance and so does 
the organization, you are likely to feel 
right at home. 


Carefully evaluate the disagreements. 
For example, you value competition 
and individual achievements, whereas 
the organization is highly team 
oriented, Can you adapt? Can you 
change the organization? A high degree 
of ongoing conflict among primary 
values is likely to lead to frustration 

and dissatisfaction. 
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Figure 2-4 Dimensions of Group Cultures and Diversity. 


dimensions of diversity are the visible and stable aspects of a person. Factors that are 
considered secondary are more dynamic. Group culture can affect people in two 
important ways. First, people’s leadership style may vary based on their group mem- 
bership, as some evidence regarding gender differences, for example, suggests. 
Second, membership in those groups impacts how others view the person and there- 
fore how they may react to leadership from that person. We will consider gender dif- 
ferences in leadership and review the causes and solutions to unequal treatment based 
on group membership. 


Gender and Leadership 


Leaders such as Francis Hesselbein, chief executive of the Girl Scouts, Nancy Bador, 
executive director of Ford Motor Company, and Barbara Grogan, founder and presi- 
dent of Western Industrial Contractors, use an inclusive management style that they 
consider a female style of leadership. They shun the hierarchical structures for flat 
webs in which they are at the center rather than at the top. This structure, and their 
position within it, allows them to be accessible and informed. Whereas top-down and 
bottom-up information in a traditional hierarchy is filtered and altered as it travels, 
leaders at the center of the web gain direct access to all others in the organization and 
their employees have access to them. As a result, the web structure prevents managers 
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from feeling isolated and out of touch with the needs of their subordinates and their 
organization. Meg Whitman, CEO of eBay and rated by Fortune as one of the most 

owerful woman in business in 2005, is known for her unconventional, noncommand 
and control use of power. She believes that having power means that you must be 
willing to not have any (Sellers, 2004). Gerry Laybourne, chairman and CEO of 
Oxygen Media, the executive who built the top-rated children’s television network 
Nickelodeon while she was at Viacom, considers competition to be “nonfemale.” 
When she found out that Fortune magazine was ranking women in business, she 
declared, “That’s a nonfemale thing to do. Ranking is the opposite of what women are 
all about” (Sellers, 1998: 80). She focuses on mentoring other women and helping 
them balance family and work (Weiss, 2006). 

Many other successful female business leaders, however, do not see their leader- 
ship styles as drastically different from that of their male counterparts. Cherri Musser, 
chief information officer at General Motors, recommends, “You don’t focus on being 
female—you focus on getting the job done. If you draw too much attention to your 
gender, you’re not a member of the team” (Overholt, 2001: 66). Darla Moore, presi- 
dent of investment company Rainwater, Inc., and the first woman to have a business 
school named after her, argues that women’s worse sin is to think, “‘You should be a 
nice girl. You ought to fit in. You should find a female mentor.’ What a colossal waste 
of time” (Sellers, 1998: 92). She is known for her tough approach and likes to remind 
women that they should not take attacks personally and that they can never recover 
from crying in a public forum (Darla Moore’s full court press, 2000). 

Whether women and men lead differently or not, there are differences between 
them in terms of the presence and power each group has in organizations around the 
world. 


Current State 


There is no question that women in the United States, and in most other countries, 
have unequal access to power and that they are poorly represented in the higher levels 
of business, nonprofit, and governmental organizations. Although in the United 
States, women fill around 40 to 50 percent of supervisory and managerial jobs, they 
are not as well represented in top levels of organizations. Women hold only 15.6 per- 
cent of corporate officer positions (Catalyst, 2007) and only 1.5 percent of CEO posi- 
tions (Paton, 2006). As of 2007, there are two female CEOs in the Fortune 100 in the 
United States (one is featured in the Leadership in Action case at the end of this chap- 
ter). It is estimated that if the current trends continue, by 2010 only 4.9 percent of top 
leadership positions will be held by women (Paton, 2006) and maybe 6 percent by 
2016 (Helfat, Harris, and Wolfson, 2006). The salary gap between men and women is 
further evidence of the challenges women face. The compensation package of the 
highest-paid female executive in the United States in 2006 (Safra Catz of Oracle with 
$26.1 million) was 36 percent of the salary of the highest-paid male executive (Eugene 
Isenberg of Nabors Industries with $71.4 million). All of the ten highest-paid execu- 
tives in United States in 2006 are men; their salaries are two to three times the salary of 
the ten top-earning women executives (Seid, 2006). The wage gap is less pronounced 
at lower-level managerial and other jobs, around 70 percent by most accounts; how- 
ever, it is still indicative of the challenges women face. 
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Even though in some cases, state, local, and national governments have many 
female and minority leaders, the situation there is not considerably better. In 2007, out 
of 435 members of the U.S. House of Representatives, 70 are female, 42 are Black 
24 Hispanic, 6 Asian, and only one Native American (U.S. House of Representatives, 
2007). In the U.S. Senate, only sixteen out of one hundred senators are female; one : 
Black; one is Asian; and three are Hispanic (U.S. Senate Biographical Directory. 
2007). Only five out of the twenty-one members of the President Bush’s cabinet site 
women (President Bush’s cabinet, 2007) with twenty women ever having held ministe- 
rial positions in the United States, while the United States is yet to elect a female head- 
of-state. Women in Scandinavian countries have achieved higher-level positions, but 
the percentage of women in power is roughly the same and generally not substantially 
better in most other Western nations (IWDC, 2007). 

The trend is similar in other areas such as education, where although women 
make up a large majority of teachers and students of educational leadership, the 
actual leadership is predominantly and consistently male. Research over an 80-year 
period indicates that the number of women serving in superintendent positions has 
decreased since 1910 (9.38 percent) with only 4.6 percent in 1990 (Dana and 
Bourisaw, 2006). An even more disturbing fact is that even when women are in leader- 
ship positions, they have less decision-making power, less authority, and less access to 


the highly responsible and challenging assignments than their male counterparts 
(Smith, 2002). 


Causes of Gender Differences in Leadership 


What factors explain the lesser roles women play in the leadership of organizations? 
Researchers have proposed several reasons to explain those differences (for a review 
see Eagly and Carli, 2004; Table 2-4). 


Gender Differences in Style and Effectiveness 
Researchers have identified gender differences in several areas related to leadership such 
as communication styles (e.g., Tannen, 1993) and negotiation styles and effectiveness 


Table 2-4 Potential Cause of Poor Representation of Women in 
Leadership. 


Gender differences in leadership style 

Women have less experience in organizations 
Women are less committed to their work and career 
Women quit their jobs more often 

Women are less educated 

Blatant and subtle discrimination 

Persistent gender stereotypes 

Glass ceiling 

Cultural factors 
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(e.g., Bowles and McGinn, 2005). There is also much anecdotal evidence, such as those 
presented earlier in this chapter, than men and women differ in their leadership and 
management styles. We intuitively believe that there are clear gender differences in 
leadership. It, however, is not clear whether these differences benefit or disadvantage 
female leaders. 

Researchers have found some, although not overwhelming, gender differences 
in leadership. Eagly and Johnson’s meta analysis (1990) found that women tend to 
show more people-oriented and democratic styles whereas men were more likely to be 
task focused and autocratic. The results, however, were more pronounced in labora- 
tory rather than organizational settings. Interestingly, the most consistent gender dif- 
ference in leadership relates to change- and future-oriented leadership style, often 
referred to as transformational leadership (we discuss this topic in detail in Chapter 6). 
Transformational leadership focuses on establishing an emotional connection with 
followers and inspiring them toward implementing change. A review by Eagly and her 
colleagues (2003) suggests that female leaders are more transformational, show more 
individualized attention to their followers, and are more supportive of them than male 
leaders. 

Given the presence of some gender differences, the question is: Do these differ- 
ences handicap women, preventing them from being effective and reaching leadership 
positions, thus providing an explanation for the presence of fewer female leaders? 
Much of the focus of current leadership practice is on styles that are more stereotypi- 
cally female rather than male. Management guru Tom Peters believes that the success 
of the new economy depends on the collaborative style that women leaders use instead 
of the command and control style that male leaders have traditionally used (Reingold, 
2003). Among practitioners, characteristics typically associated with the female leader- 
ship style are increasingly considered necessary regardless of gender (M. Useem, 
2001). The research on transformational leadership further supports the notion that 
transformational leadership is an effective style. Based on these assertions and 
research results, one would expect that organizations would seek more female leaders, 
that more women would be in leadership positions, and that they would be more effec- 
tive than their male counterparts. That not being the case, gender differences in lead- 
ership style do not provide a clear explanation for the lesser role women play in the 
leadership of organizations. 


Women Are Not Well-Prepared and Not as Committed as Men 

Another explanation for the differential presence and role of women in leadership is 
that women are generally not as well prepared as men to take on leadership roles 
because of their lower education. They have less work experience and are less inter- 
ested in investing their time and resources in reaching top levels of organizations than 
men. Even though one can always find anecdotal evidence of women being unpre- 
pared for and less interested in leadership, demographic information and research do 
not fully support this explanation. First, women have been fully engaged in organiza- 
tions for over 40 years. They have occupied close to 50 percent of supervisory and 
managerial ranks for many years now. There are many fully qualified women ready 
and able to move up the ranks of our organizations. Second, women currently make 
up 58 percent of the undergraduate college population (Zolli, 2007) and based on the 
data from the 2000 U.S. Census, they are earning 45 percent of advanced degrees and 
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51 percent of MBAs. Women are committed to education and are bypassing men in 
overall numbers. 

Another factor that is often mentioned is that working mothers particularly are 
not able to devote as much time to their careers and are more likely to quit their jobs, 
thereby hindering their progress. Although there have been some changes over the 
past few years, women still continue to carry most of the burden for child-care and 
household work (Bianchi, 2000), and research indicates that mothers are less 
employed than other women whereas fathers work more than other men (Kaufman 
and Uhlenberg, 2000). There, however, is no clear evidence that parenthood reduces 
women’s commitment to their work and career or that women do not seek leadership 
positions because they worry about the demands of such positions (Eagly and Carli, 
2004). Recent resear@#h further indicates that although many professional women do 
take a break from work when they start a family, over 90 percent of them try to get back 
in after about two years (Hewlett, 2007), further contradicting the idea that women 
have less commitment to their careers than men. Some women executives have even 
suggested that motherhood provides women with skills that can be helpful in taking 
on organizational leadership roles (Grzelakowski, 2005). Gerry Laybourne, founder of 
Oxygen states, “You learn about customer service from your 2-year-old (they are more 
demanding than any customer can be). You also learn patience, management skills, 
diversionary tactics, and 5-year planning” (Startup Nation, 2005). 


Discrimination 

The final explanation for fewer female leaders is discrimination. Discrimination would 
suggest that women, and members of other nondominant groups, are placed at a dis- 
advantage not based on their abilities or actions, but based on other non-job-related 
factors. Women and minorities face a glass ceiling—invisible barriers and obstacles 
that prevent them from moving to the highest levels of organizations (Arfken, Bellar, 
and Helms, 2004). Some have suggested that men are fast-tracked 
to leadership position through a “glass elevator” (Maune, 1999), 
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some cases, evidence suggests that women do not support other women in getting ee 
ership positions (Dana and Barisaw, 2006). Further, women who actively ae ee er- 
ship and show a desire to direct others are not well accepted (Carli, 1999). ese 
stereotypes and contradictory expectations limit the range of behaviors women os 
«gllowed” to use when leading others, further hampering their ability to be effective. 
we discussed in Chapter 1, becoming an effective leader requires considerable practice 
and experimentation. If they want to be easily accepted, women leaders are see 
to a set of feminine behaviors characterized by interpersonal warmth as their primary, ‘ 
not only, means of influence (Carli, 2001). Because of existing stereotypes, women, an 
in many cases minorities, are not able to fully practice to perfect their craft. 
Additionally, general stereotypes of women and minorities not being as competent 
or able to handle challenging leadership situations as men still persist, making blatant or 
subtle discrimination a continuing problem. Sexual harassment, which is considered 
workplace discrimination, is one instance. For example, a survey done in New ee 
suggested that one in three women reported being sexually harassed (New Zealan 
Human Rights Commission, 2007). According to the U.S. Equal Employment Oppor- 
tunity Commission 2006 report, of the 12,000 sexual harassment complaints filed in 
2005, only 155 were from males with a total of $48.8 million in claims (EEOC, 2006). 
Surveys indicate that women are almost three times as likely as men to report that they 
are victims of discrimination (Wilson, 2006). Other more subtle forms include the fact 
that although they are in mid-management positions, women and minorities are often 
not mentored by the right people at the right time, a factor that is critical to success In 
any organization. Furthermore, women and minorities are often not exposed to the Pe 
of positions or experiences that are essential to achieving high-level leadership. For 
example, women and minorities may not be encouraged to take on international assign- 
ments or kept in staff rather than line positions and therefore may lack essential opera- 
tional experience. Finally, subtle social and organizational culture factors, such as going 
to lunch with the “right” group, playing sports, being members of certain clubs, and 
exclusion from informal socializing and the “good old boys” network, can contribute to 
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are placed at a disad- 
vantage not based on 
their abilities or 
actions, but based on 
other non-job-related 
factors. 


and a recent review suggests the presence of a “glass cliff,” whereby 
successful women are appointed to precarious leadership positions 
with little chance of success thereby exposing them to yet another 
form of discrimination (Ryan and Haslam, 2007). The common 
theme in all these situations is the presence of invisible barriers | 
that discriminate against women and minorities and prevent them 
from achieving their full potential. 


the lack of proportional representation of women and minorities in leadership ranks. 

Real or perceived gender differences and continued used of stereotypes and dis- 
crimination all combine to prevent women from achieving their potential in organiza- 
tions, Much research has been devoted to changing these situations and organizations 
implement a variety of programs to assure that women and minorities are well repre- 
sented in their leadership ranks. 


Solutions 
More often than not, obstacles that women face are not immediately apparent, often 
not illegal, and are unwritten and unofficial policy. They are, therefore, difficult to 
identify and even more difficult to change. Although there are some differences, all 
members of nondominant groups face similar challenges. Some social factors, such as 
more even distribution of work at home and increased higher education, will provide 
a push in the right direction. The changing views of leadership and the need for lead- 
ers with strong interpersonal skills, a trait that is more stereotypically feminine than mas- 
culine, will also help in making leadership in organizations more accessible to women. 
From an organizational point of view, the fundamental solution to addressing 
the challenges that women and minorities face is for organizations and their leaders to 


Persistent Stereotypes 

Cases from organizations and academic research consistently suggest that women are 
caught in the double bind of having to fulfill two contradictory roles and expectations: 
those of being a woman and those of being a leader (Eagly and Karau, 2002). In many 
traditional settings, being a leader requires forceful behaviors that are more masculine 
(e.g., being proactive and decisive) than feminine (being kind and not appearing too 
competent). Women who are more masculine, however, are often not liked and not 
considered effective (Powell, Butterfield, and Parent, 2002). Men particularly expect 
women to act in ways that are stereotypically feminine and evaluate them poorly when 
they show the more masculine characteristics typically associated with leadership. In 
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Changing the culture of an organization to address discriminatory practices, 
behaviors, and symbols is another powerful tool. Changing culture is one of the most 
difficult and lengthy processes any organization can undertake. Without a cultural 
change toward addressing informal discriminatory practices and attitudes, however, 
other improvements are not likely to be as effective. The presence of diverse role mod- 
els throughout an organization is another part of the solution to providing leadership 
opportunities for women and minorities. By having diverse people in leadership posi- 
tions, an organization “walks the talk” and can demonstrate its commitment to diver- 
sity. Toyota U.S.A. has a “diversity champion” program it started in the late 1990s. 
Outstanding employees with leadership skills are nominated by their colleagues to 
receive intensive diversity management training and return to their work units with 
“champion” badge and a mission to help implement changes to make the workplace 
more inclusive and emphasize commonalities (Wiscombe, 2007a). 

Training and education can help people become aware of their biases, under- 
stand their own and others’ cultural point of view, and better accept differences. When 
the consulting firm of Bain & Company transfers its consultants from one part of the 
world to another, it not only provides them with information about living in the new 
country, but also arms them with much cultural knowledge specific to the country to 
allow them to function more effectively (Holland, 2007). Other companies such as 
Procter & Gamble (P&G) value and encourage the development of cultural know}- 
edge in their employees and leaders. Because their employees are as likely to work 
with someone from their own culture as with someone from a different culture, P&G 
immerses its employees in international assignments (Schoeff, 2007). 


Leading Change Lehman Bros 
Attracts Talent 


One of the obstacles that many professionals face is not knowing how to take 
time off to pursue other interests or start a family and still be able to return 
to their careers after a short break. In some cases, organizations have cul- 
tures that consider seeking balance between life and work as a sign of disloy- 
alty or weakness. Lehman Bros, a prestigious financial management firm 
well-known for its demanding work schedule, is setting a new course by 
implementing a program it calls “Encore.” The goal is to retain and attract 
top talent, particularly women. A study commissioned in 2005 by Lehman 
found that 37 percent of its female and 24 percent of its male professional 
employees take a career break because their demanding and inflexible 
schedules do not provide them with any other option (Sellers, 2007). These 
professionals have a hard time getting back in. Encore addresses this prob- 
lem by smoothing the way for mid-level executives to go “off-ramp” and get 
back “on-ramp.” 

Lehman’s president and chief operating officer, Joe Gregory, asked 


Anne Erni to become the company’s first chief diversity officer with a mandate, 
(Continued) 
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Leading Change (Continued) 


among other things, to find, retain, and recruit women to senior leadership 
in the company (Marquez, 2007a). 
Erni states that the company’s CEO “intuitively understood that 
women approach their careers in a nonlinear way” (Marquez, 2007a). With 
Gregory’s full support, Erni set out to change policies to address the needs of 
current employees and bring back professionals who had left. In addition to 
the typical flexible work schedules, options for telecommuting, reduced 
work hours, and job-sharing, the Lehman Encore program takes applications 
from both men and women (7 of this year’s 50 applicants were men; Sellers, 
2007) and allows current and returning professional to work fewer hours in 
professional capacities, for less salary and lesser titles, but with more balance. 
The program also provides recruiting event, opportunities for meetings with 
company’s high-level executives, workshops, and extensive networking 
events. The networking program called “Women Initiative Leading Lehman” 
(WILL) started in 2002 with 1200 Lehman female employees and many of its 
top executives in attendance (Marquez, 2007b). It focuses on recruiting, net- 
working, and personal development and has considerable support both from 
employees and from the leadership. Erni believes that Gregory’s buy-in and 
support is what makes the program both successful and unique (Marquez, 
2007b). Speaking about an event where Gregory addressed the importance 
of flexible work, Jan Hanson, who was hired to help the effort, states, “The 
fact that this is coming right from the president and not just an HR initiative 
really spoke to the women . . . It’s a huge morale boost” (Marquez, 2007b). 
Hanson further suggests, “Companies need to figure out how to have 
their best talent available 24 hours a day without burning them out.... 
There is nothing macho anymore about having a heart attack on the trading 
floor” (Marquez, 2007a). Although Lehman has made progress in imple- 
menting its program and has shown success, getting the organizational cul- 
ture to change is not easy and continues to be a work in progress. One of the 
recruits of the Encore program expressed her concerns about how she would 
be viewed as token, but she states, “At Lehman, there is a real consciousness 
on the part of management to make work/life balance real” (Marquez, 
2007a). The success of the program helps Lehman recruit and retain talent 
and allows it to build a diverse pool of leaders it can tap. 


Sources; Marquez, J., 2007a. “Bringing professional women back into the workforce,” 
Workforce Management, April 9: 1, 20-25; Marquez, J., 2007b. “Women’s networking 


comes from the top at Lehman,” Workforce Management, April 9: 24; Sellers, P., 2007. 
“A kinder, gentler Lehman Bros,” Fortune 155 no. 1: 36-38. 


%* The case of Lehman Bros in Leading Change section is an example of how orga- 
nizations need to change their existing policies and implement creative new systems to 
support the development of their employees. Many organizational policies such as 


ail 


a ee 


imi tradi- 
leave can hinder people’s changes of advancement. meee 
iter] i i reotypic 
. nal performance evaluation criteria, which emphasize anaes ee. 
. a characteristics associated with leaders as the basis or = nin ae 
. i haracteristics a ( 
ili ther diverse char ; 
lity of people who have o ) neues ieee 
the ene Rosy successful change requires careful rede Meoesiniat 
ee S anizations must have baseline information about Rs ee 
ee ‘norities in leadership and abo 
5s of women and mino ea ee 
ey ean tion, attitudes and the less-visible obstacles that may be i P and 
- isi table are essen 
‘no decision makers accoun esse 
eae aan: ther indicator of 
. For example, anothe 
ifyi i that may take place 
, pcmcia tina i i i action after one 
ae einen to a diverse and inclusive workforce is its quick 
Toyota 


used of sexual harassment. Not only the executive left his 


i executives waS acc a Oe an 
. nee created a task force to enhance training of i te 
a Tee elice Negations and comp/ain 


ut in place better procedures for responding to a 
{Wiscombe, 2007b). 


those on family 


related to satis 
Keeping track of cha 


SUMMARY AND CONCLUSION 


i have been pro- 
lture can affect whom we consider an effective leader. Several ea nie oe ia 4 
= ae increase our understanding of culture and how : a peste erent - 
et h munication context. People ; 
ntext focuses on the com : panes 
ene the environment nonverbal cues, situational factors, and a ee is 
3 
cuanbe aide hers. Those from low-context cultures focus on specific wrl 


ey understood using 
See Hofstede’s cultural values suggest that eee care ane chek 
i i istance, uncertainty avoidance, ; : 
dimensions of power dis ; ace, Set es 
the es ‘me orientation. Additionally, whether a culture is tight, with : sie om 
Sate fewer prescriptions for behavior, further impac P 


regulations, or loose, with ee, eae 


tanding of c 
sores Banc canaie tts ; ee ne ene S Gaesonal eae ae 
as ee ea i com wenensive model for culture has been propose Y 
ee cea Coed Pade and Organizational Behavior Effectivenes 
researc 
rere to national culture, group culture, Sten es seat 2 ee 

noaie i i organizations. Although wo 

ae pier Lelear at - ne a ee ce parts of the world, esa eae 
ea ey yeaa the same power and leadership roles as men do. Gender gs 
dong es lead, and particularly enduring stereotypes and une | 
se apr! das the primary reasons for the presence of fewer women in ae 
na cae te Coline multicultural organizations where differences are va oe 
aan encouraged to thrive is the key to increasing the presenc 

and i 


Le ders Pp y T 1 1 Tt 4 g 
a hi pla sa centr al ole 1n b ngin 
women and minorities in organizations. 


i ieve that goal. 
about the cultural and organizational changes necessary to achiev g 


54 Part I 


Building Blocks 


LEADERSHIP CHALLENGE: JUGGLING CULTURES 
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REVIEW AND DISCUSSION QUESTIONS 


Sou 


What are the four models of culture, and how do they affect leadership? 

How are the different models of culture similar? What unique contributions does 
each model make? 

How would the definitions of leaders and effectiveness differ based on the different 
cultural values presented by Hofstede, Trompenaars, and the GLOBE findings? 
How does group membership impact leaders and leadership? 

Name some of the gender differences in leaderships. 

What are the causes of discrimination against women and minorities in organizations? 


What are the solutions for gender differences in leaderships? 
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EXERCISE 2.-}: PROVERBS AS A WINDOW 
TO LEADERSHIP 


United States (mainstream ) 

Proverb 

Provera Imblicats : 
Actions speak louder than words. ec fr ~ecersh 

Strike while the iron is hot. 


Time is money. 


God helps those who help themselves, 


From Other Cultures 
Proverb 
Implications for Leadership 


One does not make the wind, but 
is blown by it (Asian cultures), 


Order is half of life (Germany). 


When spider webs unite, they can tie 
up a lion (Ethiopia). 


We are all like well buck 
ets, one goes 
and the other comes down (Mexico) - 


Sometimes you ride the horse; sometimes 
you carry the saddle (Iran). 


We will be known forever b 
the track 
leave (Native American—Dakota) ee 


One finger cannot lift a pebble (Hopi). 


Force, no matter how concealed, begets 
resistance (Lakota), 
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EXERCISE 2-2: NARIAN BRIDGES 


The following exercise is a cross-cultural role-play designed to allow you to experience the 
challenges and opportunities of interacting with people from different cultures. The 
setting is the fictional country of Nari. You will be asked to play the role of either an 
American or a Narian. Read the exercise carefully; your instructor will provide you with 


further information. 


Background 
Nari is a Middle Eastern country with an old history and a rich cultural heritage. Through 


judicious excavation of a number of minerals, the country has obtained considerable 
wealth, and the stable political and social climate has attracted many foreign investors. As 
a result, Nari launched a careful and well-planned development campaign in the past 
20 years that allowed the country’s economy to become the strongest in the region. The 
per capita income is the highest in the region with a literacy rate greater than 80 percent 
for the population under 30 (which comprises 53 percent of the population). 
The political system is an authoritarian monarchy. The powers of the elected parlia- 
ment are limited to its consultative role to the king. This political system has been in place 
for more than 1000 years, and the current dynasty began its reign 400 years ago. As com- 
pared with many of its unstable neighbors, Nari has enjoyed a calm political climate. The 
Western press, however, is highly critical of the lack of democracy and the authoritarian 
nature of the government. The king has unceremoniously dismissed the charges as cul- 
tural colonialism and emphasizes the need to preserve the Narian culture while welcoming 
the West’s and the East’s help in economic development. 
The culture is warm and welcoming of outsiders. The Narian focus on politeness and 
kindness is easily extended to foreigners, although Narians do not accept criticism of their 
culture as well and do not tolerate debate about the topic, particularly with outsiders. Many 
younger Narians seek higher education in other parts of the world, but most return eagerly 
to their country. The extended family remains the core of society, with the father being the 
unquestioned head, Narians take pride in their family and maintain considerable commit- 
ment to it. They demonstrate a similar commitment to the organizations to which they 
belong; employees take pride in the accomplishments of their organizations, Although 
some rumblings can be heard about opening up the political systems and allowing for more 
democratic participation, the authority of the family, of the community, and of the monarch 
are rarely, if ever, questioned. Narians often mention the importance of individual sacrifice, 
social order, and stability and express dismay, with a smile, at how Westerners can get any- 
thing done when they behave in such unruly ways. They also contrast the inherent trust in 
their society, where a handshake and a person’s word are as good as gold, with other coun- 
tries’ legalistic systems that require extensive contracts to get anything done. 

Narian leaders hold total and absolute power. Although not viewed as having power 
derived from divine rights, leaders are assumed to be infallible. Narian leaders are confi- 
dent in their complete knowledge of all that they come to face. They do not ask questions 
and do not seek advice, even from equals. Often autocratic, the Narian leader, however, is 
expected to take care of loyal followers under any circumstance. As followers owe unques- 
tioning obedience, leaders owe them total devotion. The leaders are fully responsible for 
all that happens to their followers, in all aspects of their life. They are expected to help and 

(Continued) 
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guide them and come to their rescue when needed. Leaders are expected to be caring and 
fair. Their primary duty is to look out for their followers. 

In return, Narian followers are expected to be loyal, obedient, dutiful, and sub- 
servient. They accept their leader’s orders willingly and wholeheartedly; all Narians are 
taught from the youngest age that leaders are infallible and that the proper functioning 
of the social order hinges upon obedience and loyalty to leaders and elders and upon 
their fulfilling their responsibility as followers. Dissent and conflict are rarely expressed in 
the open. People value politeness and civility and go out of their way to be kind. When 
mistakes are made, regardless of where the fault lies, all individuals work on correcting it 
without assigning blame. If the leader makes a mistake, an event rarely, if ever, brought 
out in the open, one of the followers openly accepts the blame to protect the leader’s face 
and the social haymony. The person accepting that responsibility is eventually rewarded 
for the demonstration of loyalty. 

The role of women in Narian society remains puzzling to Western observers. For 
more than 30 years, women have had practically equal rights with men. They can vote, con- 
duct any kind of business transactions, take advantage of educational opportunities, file for 
divorce, obtain custody of their children, work in any organization, and so forth. The liter- 
acy rate for women is equal to that of men, and although fewer of them pursue higher edu- 
cation, it appears that most women who are interested in working outside of the home find 
easy employment in the booming Narian economy. The society, however, remains highly 
patriarchal in its traditions. 


Role-Play Situation 

A USS. engineering and construction company has won its first major governmental con- 
tract for constructing two bridges in Nari. With general terms agreed upon, the company 
is working closely with several U.S.-educated Narian engineers employed at the Narian 
Ministry of Urban Development (UD) to draft precise plans and timetables. The minister 
of UD, Mr. Dafti, is a well-respected civil engineer, educated in Austria in the 1950s. In 
addition to Narian, he speaks fluent German, English, and French. He played instrumental 
roles in the development of his country. Although a consummate politician and negotia- 
tor and an expert on his country’s resources and economic situation, he has not practiced 
his engineering skills for many years. 

Mr. Dafti has decided on the general location and structure of the two bridges to be 
built. One of the locations and designs contains serious flaws. His more junior Narian asso- 
ciates appear to be aware of the potential problems and have hinted at the difficulties and 
challenges in building in that location, but have not clearly voiced their concerns to the 
U.S. contractors, who find the design requirements unworkable. 

The role-play is a meeting with Mr. Dafti, his Narian associates, and representatives 
of the U.S. engineering firm. The U.S. head engineer requested the meeting, and the 
request was granted quickly. The U.S. team is eager to start the project. The Narians also 
are ready to engage in the new business venture. 

Please wait for further instructions. 
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LEADERSHIP AND GENDER 


gned to explore the relationship between gender roles and leadership. 
develop a list of char- 


EXERCISE 2-3: 


This exercise is desi 
Your instructor will assign you to one of three groups and ask you to 


acteristics of a particular leader. Each group will present its list to the class. Discussion will 


the similarities and differences between gender roles and leadership. 


wee (wait for your 


Now, list eight to ten characteristics associated with tie 
u can use specific personality traits or behavioral descriptions. 





instructor’s direction). Yo 


10. 





De tail 
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EXERCISE 2-4: ISTHIS SEXUAL HARASSMENT? 


For each of the following scenarios, state whether you believe sexual harassment has tak 
place. Explain your reasoning. - 


1. A teacher stipulates that your grade (or participation on a team, in a play, etc.) will 5 
- based on whether you submit to a relationship. : 


Is it harassment? 


Why? 


2. Mary and Todd dated for a while. Mary broke off their relationship and no longer wants 


to date Todd and has told him so. Todd, however, continually behaves as if they are stil] 


dating. He phones her for dates. In the halls i i 
. at the university, he comes d i 
arms around her shoulders. eg 


Is it harassment? 


Why? 


3. During a discussion at work regarding gay rights, Ricardo strongly defended the right 


of gays to have partner benefits at work and be able to form a civil union. He got ve 
emotional when talking about the sadness he observed when one of his en et ie 
allowed to visit his partner of many years on his deathbed in the hospital because the 
were not legally related. Since that day, his coworkers have been making as 
such as “Mama’s boy,” “you’re such a girl,” “are you going to cry now?” and insi i 
that he is gay, Ricardo is heterosexual, eee 


Is it harassment? 


Why? 


. Tara Washington has been Peter Jacobs’ assistant for over five years and they have had 
an excellent working relationship. Tara just found out that her father has terminal can- 


cer, and one day recently at the office, she broke down F 
’ and started crying, P. 
up to her and gave her hug. ng. + eter came 


Is it harassment? 


Why? 


l 


i 
i 


i 
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5. Julie and Antonio started working at the office a few days apart. They are both recent 


college graduate. They immediately hit it off and soon started dating. Their supervisor 
talked to both of them and warned them not to let their relationship interfere with 
their work or affect others in the workplace. They both said that they understood the 
potential problems and made a commitment to keep things professional. After a couple 
of months, Antonio broke off the relationship. Julie was heartbroken. Both were very 
uncomfortable working with each other. After a few weeks, Julie talked to her supervisor 
about Antonio avoiding her and her belief that this may constitute sexual harassment. 


Ts it harassment? 


Why ? 


. Nadine is a very attractive young employee in a government office. She has developed 


a warm, friendly, and professional relationship with her colleagues, many of whom are 
males. They often joke and laugh with her, and she receives many compliments from 


them regarding her looks. 


Ts it harassment? 


Why? 


. Nicholas is a recent immigrant from Greece who is working in a high-technology firm 


in Massachusetts. He really enjoys his job and likes his colleagues. They often go out to 
lunch and for drinks after work and play sports on weekends. Nicholas is shocked 
when he finds out that one of his colleagues has accused him of sexual harassment for 


inappropriate physical contact. 


Is it harassment? 


Why? 


. Kim isa realtor who specializes in selling homes from large developers. She shows a lot 


property in construction sites and has a very successful track record. Recently, she has 
become very uncomfortable with rude and suggestive comments from the construc- 
tion workers at one of the sites; so much so that she is avoiding showing property in 
that location. She complained to her office manager about the problem, but she was 
told that they cannot really control the construction workers because they do not work 


for the same company. 


Is it harassment? 


(Continued) 


OL 
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Why? 


9. Gary has taken one of his company’s biggest clients to dinner. The client is considerin 
expanding her business with Gary’s company. During dinner, she very clearly comes is 
to Gary who politely refuses her advances. The client brushes him off and says she a 
try again. The next day, Gary tells his supervisor about the incident and how uncom 
fortable he felt. His supervisor informs him that the client has specifically asked fee 
Gary. to stay on the case and has indicated that she looks forward to expanding he 
business with the company. ° 


Ts it harass 2 
ment 





Why ? 
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SELF-ASSESSMENT AND REFLECTION 2-1: EXPLORING 
VIEWS OF WOMEN 


Briefly describe the cultural views and expectations of women in your family and your 
culture. What are your personal views of the role of women in 


Relationships 
Family 
Business/work 
Community 


How would those views facilitate or present obstacles for women in the workplace? 


UE FART I Building Blocks 


Leadership in Action: Indra Nooyi: 
The Indian-Born CEO of Pepsi Sets 


New Standards 


Being one of two women CEOs of a Fortune 100 
company is no small accomplishment. Indra 
Nooyi, known for having a keen business sense 
and an irreverent personal style, is perfect for the 
job. Whereas female CEOs awntinue to be rela- 
tively rare, female CEOs of color are even rarer 
(Andrea Jung of Avon is the other one; see 
Leadership in Action case in Chapter 6). Born 
and educated in South India before attending 
Yale University for her graduate degree, Nooyi 
joined PepsiCo in 1994, having worked for 
Motorola and the Boston Consulting group. She 
became chief financial officer of PepsiCo in 2001 
and its first female CEO in 2006. She is credited 
for guiding the company through major restruc- 
turing, divesting its restaurants, and refocusing 
On its beverage and other food businesses with 
the successful multibillion dollar mergers with 
‘Tropicana and Quaker Oats (Kavilanz, 2006), 
“Brilliant,” “supertalented,” and able to 
think several steps ahead of everyone else are just 
some of the terms people use to describe her. 
The former company president Enrico states, 
“Indra can drive as deep and hard as anyone I’ve 
ever met, but she can do it with a sense of heart 
and fun” (Brady, 2007). On many dimensions, 
Nooyi does not fit the stereotype of the CEO of 
one of the world’s largest companies. A former 
member of an all-girl rock band, non-Western, 
and female, she has overcome a complex set of 
barriers to reach the highest level of corporate 
leadership. She, however, is comfortable enough 
with herself to walk around the office barefoot, 
sing in the hallways—she is a karaoke fan—and 
go to a formal job interview with the button-down 
US. consulting firm, the Boston Consulting 
Group, and to PepsiCo board meetings wearing a 
sar She believes that being genuine is a key to 
her success and likes to blend her cultural roots 
with her corporate image. 


Nooyi’s sharp wit and irreverence was most 
evident when she delivered the business school 
graduation speech at Columbia University in 2005 
and compared the world with five major conti. 
nents (with her apologies to Australia and 
Antarctica) to a hand, making the U.S. the middle 
finger for its strength, its most prominent Pposi- 
tion, and its ability to both help and offend (fora 
complete text of the speech see, Graduation 
Remarks, 2005). Although she had to clarify her 
statements and apologize for having offended 
some people, she also made a compelling case for 
global cooperation and diversity. She stated, “the 
five fingers are not the same... and yet the fin- 
gers work in harmony without us even thinking 
about them individually... . Our fingers—as dif. 
ferent as they are—coexist to create a critically 
important whole” (Graduation Remarks, 2005), 
She further urged graduates to take an active part 
in developing cultural awareness and sensitivity, 
creating harmony and cooperation and develop- 
ing bonds between countries: “My point is that it’s 
not enough just to understand that the other fin- 
gers coexist. We've got to consciously and actively 
ensure that every one of them stands tall together, 
or that they bend together as needed” (Graduation 
Remarks, 2005). 

Many celebrate Nooyi’s leadership at Pepsi 
as a victory for diversity. PepsiCo, however, has 
been at the forefront of promoting diversity with 
actress Joann Crawford, widow of the company’s 
president, replacing her husband on the board of 
directors in 1959 and Brenda Barnes heading the 
North American divisions for many years (before 
leaving in 1989 with a much publicized statement 
that she wanted to spend more time with her 
family). In the 1940s, the company was one 
of the first to create an all-black sales team to 
market to African American consumers (Cole, 
2006). Nooyi’s predecessor, Steven Reinemund, 
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is recognized as a champion of diversity, iho 
: d, “I often refer to our diversity and inclusion 
Denon. ... The challenge comes in creat- 
oA an environment in which eve @ssoclaie== 
regardless of ethnicity, sexual orientation, gender 
or physical ability—feels valued and want to be 
part of our growth” (Ortiz, 2006). iu) George, 
PepsiCo’s vice president of global diversity aes 
inclusion, believes that Nooyi ih further vel 
force the company’s stance on diversity ny bring- 
ing her own uniqueness to the leadership role 
(Ortiz, 2006). 
Even before becoming CEO, while taking 
care of the CFO and other duties, Nooyi created 
programs to help women network, lear from 
successful role models, and to develop skills to 
manage their careers better. She also sponsored 
events to showcase and promote the company’s 
diversity and inclusiveness. She readily acknowl 
edges the challenges she has faced: “Being a 
women, immigrant, and person of color made it 
thrice as difficulty.” She states, “So therefore, the 
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only way out, was to work twice as hard as your 
male counterparts” (Indra Nooyi takes over Pepsi 
HQ, 2006). Her formula for success is relatively 
simple; she suggests that success comes fom five 
“Cs”: competence, confidence, communication 
skills, having a moral compass and integrity, and 
being the conscience for the organization (Indra 
Nooyi’s 5-C formula, 2006). She continues: to 
practice what she preaches. She admits at being 
consumed with PepsiCo; the company is her 
passion. Answering emails at 4 A.M. and being the 
last one to leave the office are typical behaviors 
for Nooyi, who balances a family and being 
CEO of a Fortune 100 company (Indra Nooyi’s 
5-C, 2006). And by most accounts, she does it all 
brilliantly. 


QUESTIONS 


1. What are the elements of Nooyi’s 
leadership? 
2. What role does diversity play? 


i i i‘ } : 49; Y., 2008. 
: D., 2007. “Indra Nooyi: Keeping cool in hot water,” Business Week, June 11: 49; Cole, Y.,, 
cocdnece legacy,” Dees Tee March 28, http://www.diversityinc.com/ eee are 
(accessed August 8, 2007); Kavilanz, P. B., 2006. “PepsiCo names first woman CEO, = ve Hs 
August 14. hetp://money.cnn.com/2006/08/14/news/companies/pepsico_ceo/ ee Deda) 
2007); Graduation Remarks. 2005. Business Week, May 20. http:/ /www.businesswee ie ne Sasi 
may2005 /nf20050520_9852, htm (accessed August 6, 2007); Indra Nooyi’s 5-C formu ee on : 
2006. The Times of India, August 16. http:// timesofindia.indiatimes.com/ articleshow/ eae a 
(accessed August 6, 2007); Indra Nooyi ee anes ae eee Ayame Suey Gi: ee 
icti indiati ; articleshow/1 .cms (accesse ; ; Ortiz, P,, ; 
ee ene be CEO of PepsiCo,” Diversity Inc., May. http://www.diversityinc.com/ 


public/637.cfm (accessed August 8, 2007). 
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Recent views of the role of traits and other individual characteristics, such as 
skills, refined our understanding of the role of individual characteristics in leadership 
(for an example and review, see Mumford et al., 2000a, b). Current interest in emo- 
tional intelligence has also yielded new research on the leader’s individual character- 
istics (e.g., Humphrey, 2002). These characteristics are discussed in more detail in 
Chapter 4. The leader’s personality, by limiting the leader’s behavioral range or by 
making it more or less difficult to learn certain behaviors or undertake some actions, 
plays a key role in his or her effectiveness. The leader’s personality, however, is by no 
means the only or even the dominant factor in effective leadership. 


The Behavior Era: Mid-1940s to Early 1970s 


Because the trait approach did not yield the expected results and as the need for iden- 
tifying and training leaders came to the forefront during World War II, researchers 
turned to behaviors, rather than traits, as the source of leader effectiveness. The move 
to observable behaviors was triggered in part by the dominance of behaviorist theories 
during this period, particularly in the United States and Great Britain. Instead of iden- 
tifying who would be an effective leader, the behavior approach emphasizes what an 
effective leader does. Focusing on behaviors provides several advantages over a trait 
approach: 


» Behaviors can be observed more objectively than traits. 
» Behaviors can be measured more precisely and more accurately than traits, 


» As opposed to traits, which are either innate or develop early in life, behaviors can 
be taught. 


These factors provided a clear benefit to the military and various other organizations 
with a practical interest in leadership. Instead of identifying leaders who had particular 
personality traits, they could focus on training people to perform effective leadership 
behaviors. The early work of Lewin and his associates (Lewin and Lippit, 1938; Lewin, 
Lippit, and White, 1939) concerning democratic, autocratic, and laissez-faire leader- 
ship laid the foundation for the behavior approach to leadership. Democratic leaders 
were defined as those who consult their followers and allow them to participate in 
decision making, autocratic leaders as those who make decisions alone, and laissez- 
faire leaders as those who provide no direction and do not become involved with their 
followers. Although the three types of leadership style were clearly defined, the 
research failed to establish which style would be most effective or which situational fac- 
tors would lead to the use of one or another style. Furthermore, each of the styles had 
different effects on subordinates. For example, laissez-faire leadership, which involved 
providing information but little guidance or evaluation, led to frustrated and disorga- 
nized groups that, in turn, produced low-quality work. On the other hand, autocratic 
leadership caused followers to become submissive, whereas groups led by democratic 
leaders were relaxed and became cohesive. 

Armed with the results of Lewin’s work and other studies, different groups of 
researchers set out to identify leader behaviors (e.g., Hemphill and Coons, 1957). 
Among the best-known behavioral approaches to leadership are the Ohio State 
Leadership Studies. A number of researchers developed a list of almost 2,000 leadership 
behaviors (Hemphill and Coons, 1957). After subsequent analyses (Fleishman, 1953; 
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Halpin and Winer, 1957), a condensed list yielded several central leadership behaviors. 
Among them, task- and relationship-related behaviors were established as primary 
leadership behaviors. The Ohio State studies led to the development of the Leader 
Behavior Description Questionnaire (LBDQ), which continues to be used today. 

Although the Ohio State research, along with other studies (e.g., Bowers and 
Seashore, 1966), identified a number of leader behaviors, the links between those 
behaviors and leadership effectiveness were not clearly established. After many years 
of research, it is still not obvious which behaviors are most effective. It is consistently 
agreed, though, that considerate, supportive, people-oriented behaviors are associated 
with follower satisfaction, loyalty, and trust whereas structuring behaviors are more 
closely related to job performance (for a recent review, see Judge, Piccolo, and Ilies, 
2004). Evidence, although somewhat weak, shows that effective leadership requires 
poth consideration and structuring behaviors (Fleishman and Harris, 1962; House 
and Filley, 1971). These findings, however, have failed to receive overwhelming sup- 
port. Furthermore, the leadership dimensions of initiation of structure and considera- 
tion do not describe leader behavior adequately for cultures other than the United 
States that might be less individualistic and hold up different ideals of leadership 
(Ayman and Chemers, 1983; Chemers, 1969; Misumi and Peterson, 1985). 

Similar to the trait approach, the behavior approach to leadership, by concen- 
trating only on behaviors and disregarding powerful situational elements, provides a 
simplistic view of a highly complex process and, therefore, fails to provide a thorough 
understanding of the leadership phenomenon. 


The Contingency Era: Early 1960s to Present 


Even before the behavior approach’s lack of success in explaining and predicting lead- 
ership effectiveness became evident, a number of researchers were calling for a more 
comprehensive approach to understanding leadership (Stogdill, 1948). Specifically, 
researchers recommended that situational factors, such as the task and type of work 
group, be taken into consideration. It, however, was not until the 1960s that this rec- 
ommendation was applied. In the 1960s, spearheaded by Fred Fiedler, whose 
Contingency Model of leadership is discussed later in this chapter, leadership research 
moved from simplistic models based solely on the leader to more complex models that 
take a contingency point of view. Other models such as the Path-Goal Theory and the 
Normative Decision Model, also presented in this chapter, soon followed. The primary 
assumption of the contingency view is that the personality, style, or behavior of effec- 
tive leaders depends on the requirements of the situation in which the leaders find 
themselves. Additionally, this approach suggests that there is no one best way to lead, 
that the situation and the various relevant contextual factors determine which style or 
behavior is most effective, that people can learn to become good leaders, that leader- 
ship makes a difference in the effectiveness of groups and organizations, and that per- 
sonal and situational characteristics affect leadership effectiveness. 

Although the contingency approach to leadership continues to be well accepted, 
the most recent approach to leadership focuses on the relationship between leaders 
and followers and on various aspects of charismatic and visionary leadership. Some 
researchers have labeled this approach the neo-charismatic school (Antonakis, 
Cianciolo, and Sternberg, 2004). We will present this most recent view of leadership in 
detail in Chapter 6. 
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EARLY THEORIES 


An effective leader must know how to use available resources and build a relationship 
with follower to achieve goals (Chemers, 1993). The early leadership theories of lead- 
ership addressed these two challenges in a variety of ways. 


People who have high LPC scores rate their least-preferred coworker relatively 
positively (describing that person as loyal, sincere, warm, and accepting); they are rela- 
tionship motivated and draw their self-esteem from having good relationships with 
others. For them, the least-preferred coworker is often someone who has been disloyal 
and unsupportive rather than incompetent (Rice, 1978a, b). Relationship-motivated 
persons are easily bored with details (Fiedler, 1978; Fiedler and Chemers, 1984) and 
focus on social interactions (Rice, 1978a, b; see Table 3-1). The task-motivated per- 
son’s focus on tasks and the relationship-motivated person’s concern for relationships 
are most obvious in times of crisis when the person is under pressure. 

Brady W. Dougan—the new 47-year-old CEO of Credit Suisse Group, a major 
global bank, and its youngest CEO to date—is detailed oriented and task motivated 
(Anderson, 2007). He gets to work around 5 A.M. and is known to work out twice a day 
while he trains for marathons. He recently spent two months practicing to dance with 
a Broadway star during a charity event (Anderson, 2007). Marissa Peterson, executive 


Leadership effective- 
ness is a function 

of the match between 
the leader’s style and 
the leadership situa- 
tion. If the leader’s 
style matches the 
situation, the leader 
will be effective; 
otherwise, the leader 
will not be effective. 


Fiedlers Contingency Model 


Fred Fiedler was the first researcher to propose a contingency view 
of leadership. His Contingency Model is the oldest and most highly 
researched contingency approach to leadership (Fiedler, 1967). 
Fiedler’s basic premise is that leadership effectiveness is a function 
of the match between the leader’s style and the leadership situation. 
Ifthe leader’s style matches the situation, the leader will be effective; 
otherwise, the leader will not be effective. Fiedler considers how the 


leader uses available resources to make the group effective. 


Leader Style 

To determine a leader’s style, Fiedler uses the least-preferred coworker (LPC) scale, a 
measure that determines what motivation the leader has: task motivation or relation- 
ship motivation. Fiedler’s research shows that people’s perceptions and descriptions of 
their least-preferred coworker provide insight into their basic goals and priorities 
toward either accomplishing a task or maintaining relationships (see Self-Assessment 
3-1). According to Fiedler, people with low LPC scores—those who give a low rating to 
their least-preferred coworker (describing the person as incompetent, cold, untrust- 
worthy, and quarrelsome)—are task motivated. They draw their self-esteem mostly 
from accomplishing their task well (Chemers and Skrzypek, 1972; Fiedler, 1967; 
Fiedler and Chemers, 1984; Rice, 1978a, b). When the task-motivated leaders or their 
groups fail, they tend to be harsh in judging their subordinates and are often highly 
punitive (Rice, 1978a, b). When the task is going well, however, the task-motivated 
leader is comfortable with details and with monitoring routine events (Fiedler and 
Chemers, 1984; Table 3-1). 


Table 3-1 Differences Between Task- and Relationship-Motivated 


Individuals. 


Task-Motivated (Low LPC) 


* Draws self-esteem from completion 
of task 


* Focuses on the task first 
* Can be hard with failing employees 


Relationship-Motivated (High LPC) 


* Draws self-esteem from interpersonal 
relationships 





* Focuses on people first 

* Likes to please others 

* Considers competence of coworkers 
to be key trait 


* Enjoys details 


* Considers loyalty of coworkers to be 
key trait 


* Gets bored with details 
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vice president of worldwide operations of Sun Microsystems, is also task motivated. 
Her strength is in clearly outlining what role every one of her 2000-strong staff plays. 
Her focus is on “developing the strategy for achieving my operation’s goals and then 
laying out that vision for my team” (Overholt, 2002: 125). Peterson sticks to a strict 
routine in managing her daily and weekly activities. Contrast these task-motivated 
leaders with Mort Meyerson, chairman of Perot Systems, a computer firm based in 
Dallas, Texas, and Darlene Ryan, founder and CEO of PharmaFab, a pharmaceuticals 
manufacturer also located in Texas. Meyerson believes, “Most companies are still dom- 
inated by numbers, information, and analysis. That makes it much harder to tap into 
intuition, feelings, and nonlinear thinking—the skills that leaders will need to succeed 
in the future. If you work with the whole person, and their whole mind, you will reach 
a better place—for them and the company” (Meyerson, 1997: 99). Darlene Ryan takes 
a similar approach. She runs her company like a family; she encourages dissent and 
delegates and is a consensus builder. She is a great listener and is able to take her time 
when facing tough decisions (Black, 2004). 

Individuals who fall in the middle of the scale have been labeled socio- 
independent. They tend to be less concerned with other people’s opinions and may 
not actively seek leadership roles. Depending on how close their score is to the high or 
the low end of the scale, they might belong to either the task-motivated or relationship- 
motivated group (Fiedler and Chemers, 1984). Some research suggests that middle 
LPCs may be more effective than either high or low LPCs across all situations 
(Kennedy, 1982). A potential middle LPC is Colin Powel. Even though he has been in 
many leadership positions, he has shied away from the presidency, and he has proven 
himself an outstanding follower to several presidents. 

Despite some problems with the validity of the LPC scale, it has received strong sup- 
port from researchers and practitioners and has even translated well to other cultures for 
use in leadership research and training (Ayman and Chemers, 1983, 1991). A key premise 
of the LPC concept is that because it is an indicator of primary motivation, leadership 
style is stable. Leaders, then, cannot simply change their style to match the situation. 


Situational Control 
Fiedler uses three factors to describe a leadership situation. In order of importance, 
they are (1) the relationship between the leader and the followers, (2) the amount of 
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structure of the task, and (3) the position power of the leader. The three elements 
combine to define the amount of control the leader has over the situation (see Self- 
Assessment 3-2). 

According to Fiedler, the most important element of any leadership situation is 
the quality of the relationship and the cohesion between the leader and the followers 
and among the followers (Fiedler, 1978). Good leader-member relations (LMR) 
mean that the group is cohesive and supportive, providing leaders with a high degree 
of control to implement what they want. When the group is divided or has little 
respect or support for the leader, the leader’s control is low. 

Task structure (TS) is the second element of a leadership situation. It refers to 
the degree of clarity of a task. A highly structured task has clear goals and procedures, 
few paths to the correct solution, and one or few correct solutions and can be evalu- 
ated easily (Fiedler and Chemers, 1974). The degree of task structure affects the 
leader’s control. Whereas the leader has considerable control when doing a structured 
task, an unstructured task provides little sense of control. One factor that moderates 
task structure is the leader’s experience level (Fiedler and Chemers, 1984). On the 
one hand, if leaders have experience with a task, they will perceive the task as more 
structured. On the other hand, not having experience will make any task appear to be 
unstructured. 

The third and least influential element of the leadership situation is the leader’s 
position power (PP), which refers to the leader’s official power and influence over sub- 
ordinates to hire, fire, reward, or punish. The leader with a high amount of formal 
power feels more in control] than one who has little power. 

The combination of LMR, TS, and PP yields the amount of situational control 
(Sit Con) the leader has over the situation. At one end of the continuum, good 
leader~member relations, a highly structured task, and high position power provide 
the leader with high control over the situation where the leader’s influence is well 
accepted. In the middle of the continuum are situations in which either the leader 
and the followers do not get along or the task is unstructured. In such situations, the 
leader does not have full control over the situation and the leadership environment is 
more difficult. At the other end of the situational control continuum, the leader— 
member relations are poor, the task is unstructured, and the leader has little power. 
Such a situation is chaotic and unlikely to continue for a long period of time in an 
organization. Clearly, this crisis environment does not provide the leader with a sense 
of control or any ease of leadership (see Self-Assessment 3-2 for Sit Con). 


Predictions of the Contingency Model 
At the core of the Contingency Model is the concept of match. If the leader’s style 
matches the situation, the group will be effective. Because Fiedler suggests that the 
leader’s style is constant, a leader’s effectiveness changes as the situation changes. The 
Contingency Model predicts that low-LPC, task-motivated leaders will be effective in 
high- and low-situational control, whereas high-LPC, relationship-motivated leaders 
will be effective in moderate-situational control. Figure 3-1 presents the predictions of 
the model. 

In high-control situations (left side of the graph in Figure 3-1), task-motivated, 
low-LPC leaders feel at ease. The leader’s basic source of self-esteem—getting the task 
done—is not threatened, so the leader can relax, take care of details, and help the 
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Figure 3-| Fiedler’s Contingency Model. 


followers perform. The same high-control situation leads to a different effect on 
relationship-motivated, high-LPC leaders. They are likely to be bored and feel either 
that there is nothing to do or that nobody needs them. Because the group is cohesive 
and the task is clear, the leader is needed mainly to get the group the resources it 
needs, take care of details, and remove obstacles—all activities that are not appealing 
to high LPCs, who might, therefore, start being overly controlling and interfere with 
the group’s performance to demonstrate that they are needed (Chemers, 1997; 
Fiedler and Garcia, 1987a). See Table 3-2 for a summary of the leaders’ behaviors in 
each situation. 

Moderate-situational control (the middle of graph in Figure 3-1) stems from lack 
of cohesiveness or lack of task structure. In either case, the situation is ambiguous or 
uncertain, and task completion is in jeopardy. The relationship-motivated, high-LPC 
leader’s skills at interpersonal relationships and participation are well suited for the 
situation. This type of leader seeks out followers’ participation and focuses on resolv- 
ing task and relationship conflicts. The high-LPC leader uses the group as a resource 
to accomplish the task. The same elements that make moderate control attractive to 
relationship-motivated leaders make the situation threatening to the task-oriented, 
low-LPC leader. The lack of group support, the ambiguity of the task, or both make 
the low LPCs feel that the task might not be completed. The task-oriented leader 
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Table 3-2 Leader Style and Behaviors in Different Levels of Sit Con. 


Moderate Sit Con Low Sit Con 


Tense; task-focused; over- Directive; task- 


High Sit Con 
Confident; considerate 





Task-motivated 


(low-LPC) and supportive; removes bearing and overly con- _ focused; serious; 
leader obstacles and stays out trolling; insists on getting little concern for 
of the way things done others 
Relationship- Bored; aloof and self- Considerate; open to Tense and nervous; 
motivated (high- centered; somewhat ideas and suggestions; hurt by group’s 
LPC) leader augpcratic; can interfere concerned with resolving conflict; indecisive 





with group conflicts 


Sources: Partially based on F. E. Fiedler, A Theory of Leadership Effectiveness (New York: McGraw-Hill, 1967); 
FE. Fiedler and M. M. Chemers, Leadership and Effective Management (Glenview, IL: Scott-Foresman, 1974); 
and F. E. Fiedler and M. M. Chemers, Improving Leadership Effectiveness: The Leader Match Concept, 2nd ed. 
(New York: John Wiley, 1984). 


becomes autocratic, ignores the task and relationship conflicts, and tries to simply 
complete the task to get a sense of accomplishment (Fiedler, 1993). The inappropriate 
use of resources is likely to worsen the group’s lack of cohesion and prevent the explo- 
ration of creative solutions to an unstructured task. As a result, the task-motivated 
leader’s group performs poorly in moderate control. 

Consider several of the recent U.S. presidents. Former presidents Richard Nixon 
and Jimmy Carter were task-motivated leaders. Both were highly intelligent, focused 
on the task, and able to analyze large amounts of detail. Both needed to stay in con- 
trol, held uncompromising views and approaches to issues, and could be harsh toward 
failing subordinates. They performed well in high control. Nixon experienced consid- 
erable success in foreign policy, where he was respected, the task was clear, and he 
held power tightly. As his legitimate power and popularity decreased—leading to mod- 
erate control—he became controlling, punitive, and ineffective. Carter’s effectiveness 
followed a similar pattern, although he never faced a high-control situation, a factor 
that might explain his overall poor effectiveness ratings as president. Almost immedi- 
ately after being elected, he found himself in moderate control with poor relations 
with the U.S. Congress and an unstructured task exacerbated by his limited experi- 
ence in foreign policy. His single-minded focus on human rights and his inability to 
compromise made him ineffective. 

At the other end of the continuum are former presidents Ronald Reagan and 
Bill Clinton, both high LPCs who focused on interpersonal relations, were bored with 
details, and demonstrated an apparently unending ability to compromise, a desire to 
please others, and the ability to perform and put on a show for their public. Both 
enjoyed working with people and were popular with crowds. Reagan was well liked but 
faced an unstructured task with moderate power. Clinton faced a novel and unstruc- 
tured situation but continued to enjoy unprecedented support of the electorate. Both 
these relationship-motivated presidents were in moderate control where, by many 
accounts, they performed well. 
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As a situation becomes chaotic and reaches a crisis point with no group cohe- 
sion, no task structure, and no strong position power (the right side of the graph in 
Figure 3-1), the task-motivated, low-LPC leaders’ need to complete the task pushes 
them to take over and make autocratic decisions without much concern for followers. 
As a result, although performance is not high and followers might not be satisfied, 
groups with a low-LPC leader get some work done. For the relationship-motivated, 
high-LPC leader, the low Sit Con environment is a nightmare. The group’s lack of 
cohesion is further fueled by its inability to perform the task and makes efforts at rec- 
onciliation close to impossible. The high-LPC leader’s efforts to gain support from the 
group, therefore, fall on deaf ears. In an attempt to protect their selfesteem, high-LPC 
leaders withdraw, leaving their group to fend for itself and causing low performance. 
The data for the socio-independent leaders are less clear. Fiedler (1978) suggests that 
they generally perform better in high-control situations, although more research is 
needed to predict and explain their performance. 


Evaluation and Application 

Although a large number of studies have supported the Contingency Model over the 
past 40 years, several researchers have voiced strong criticisms regarding the meaning 
and validity of the LPC scale (Schriesheim and Kerr, 1974), the predictive value of the 
model (Schriesheim, Tepper, and Tetrault, 1994; Vecchio, 1983), and the lack of 
research about the middle-LPC leaders (Kennedy, 1982) have come under attack. Forty 
years of research have addressed the majority, although not all, of the concerns. As a 
result, the Contingency Model continues to emerge as one of the most reliable and 
predictive models of leadership, with a number of research studies and meta-analyses 
supporting the hypotheses of the model (see Ayman, Chemers, and Fiedler, 1995; 
Chemers, 1997; Peters, Hartke, and Pohlmann, 1985; Strube and Garcia, 1981). 


Applying What You Learn 
Putting the Contingency Model to Work 


Fiedler’s contingency model suggests that easily and therefore may be outside 
your comfort zone or primary motivation 


leaders should learn to understand and man- area. 


instead of focusing on changing their style, 


age the situations in which they lead. Chances, ° Regardless of your style, you can always 
however, are that most of the leadership train- learn new behaviors and expand your 
ing programs you may attend will focus on cu Erenbralges 

changing the leaders’ style to adapt to different 
situations. Here’s how you can take advantage 


¢ All training, by design or default, will 
expose you to many new leadership situa- 
tions. Take the opportunity to practice 
analyzing them to ascertain situational 
control. 


of those training programs while following the 
contingency model’s recommendations: 


e Remember that learning will take place @ Do not expect miracles or even quick 
when you challenge yourself to undertake changes. Increasing your effectiveness 
and master behaviors that do not come as a leader is a long journey. 
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Importantly, a person’s LPC is not the only or the strongest determinant of a 
leader’s actions and beliefs. Although the focus has been on the description of stereo- 
typical task-motivated and relationship-motivated leaders, a person’s behavior is 
determined by many other internal and external factors. It would, therefore, be inap- 
propriate to carry the task or relationship orientation considerably beyond its use in 
the Contingency Model. It is a reliable predictor of leadership effectiveness within the 
model but not necessarily beyond it. 

The Contingency Model has several practical implications for managers: 


» Leaders must understand their style and the situation to predict how effective 
they will be. 

» Leaders should focus on changing the situation to match their style instead of 
trying to change how they act. 

» <A good relationship with followers is important to a leader’s ability to lead, and 
it can compensate for lack of power. 


» Leaders can compensate for ambiguity of a task by getting training and experience. 


Fiedler’s focus on changing the situation rather than the leader is unique among lead- 
ership theories. Interestingly, Marcus Buckingham, well-known leadership consultant, 
has recently suggested that leaders should focus on developing their strengths rather 
than trying to compensate for their weaknesses, advice that is consistent with Fiedler’s 
approach (Buckingham, 2005). As opposed to Fiedler, the Normative Decision Model 
considered next, along with many other leadership models, assumes that the leader can 
change styles depending on the situation. 


The Normative Decision Model 


Should a leader make decisions alone or involve followers? What factors can help a 
leader determine how to make decisions? Consider the case of Junki Yoshida, the 
Japanese-born, 58-year-old martial artist and founder and owner of Yoshida Group 
enterprises. In 2005 he was voted as one of the 100 most respected Japanese in the 
world by the Japanese edition of Newsweek magazine. His company includes Mr. 
Yoshida Original Gourmet sauces and marinades and is comprised of 18 highly diverse 
companies that include Jones Golf bags, OIA Global Logistics, and a graphic design 
company (Yoshida Group, 2007). When he starts a new venture, Yoshida plays an 
active role in every aspect and stays close to every decision. Once the business takes 
off, however, he delegates to carefully selected specialists and lets them make many 
of the decisions. The way he makes decisions about his businesses changes as each 
business matures (Brant, 2004). The Normative Decision Model (also referred to as 
the Vroom-Yetton model), developed by researchers Victor Vroom, Philip Yetton, and 
Arthur Jago, addresses such situations and prescribes when the leader needs to involve 
followers in decision making (Vroom and Jago, 1988, 2007; Vroom and Yetton, 1973). 
It is called normative because it recommends that leaders adopt certain styles based 
en the prescriptions of the model. Like Fiedler, Vroom and his associates recom- 
mend matching the leader and the situational requirements. They, however, differ on 
several points. The Normative Decision Model is limited to decision making rather 





CHAPTER 3 Early Theories 
than general leadership and it assumes that leaders can adopt The Normative 
different decision-making styles as needed. 

The model relies on two well-established group dynamic prin- 
ciples: first are the research findings that groups are wasteful and 
inefficient, and second, that participation in decision making leads 


Decision Model rec- 
ommends that leaders 
adjust their decision 
style depending on the 
degree to which the 


77 


to commitment. The model recommends that leaders adjust their quality of the decision 


decision style depending on the degree to which the quality of the 
decision is important and the likelihood that employees will accept 
the decision. 


likelihood that 


the decision. 


Leader's Decision Styles 
The Normative Decision Model identifies four decision methods available to leaders 
(Vroom and Jago, 1988). The first method is autocratic (A), in which the leader makes 
a decision with little or no involvement from followers. The second decision method is 
consultation (C), which means that the leader consults with followers yet retains the 
final decision-making authority. The third decision method is group (G). Here, the 
leader relies on consensus building to solve a problem. The final method involves total 
delegation (D) of decision making to one employee. The decision styles and their sub- 
categories are summarized in Table 3-3. 

A leader must decide which style to use depending on the situation that the leader 
and the group face and on whether the problem involves a group or one individual. 


Table 3-3 Decision Styles in the Normative Decision Model. 








Decision : 
Style Al All cl Cll Gi GH Di : 
Description Unassisted Ask for Askfor — Ask for Ask for Group Other ' 
decision specific specific informa- one per- — shares person : 
informa- informa- tionand — son’shelp; informa- analyzes : 
tion but tion and ideas from mutual tionand problem; 
make ideas from whole exchange ideas and makes : 

decisions each group group based on reaches _— decision 
alone member expertise consensus ' 
Who Leader Leader Leader Leader Leader and Group Other k 
makes the with con- one other with person 
decision siderable person leader is 
group input t 
input t 
Type of Group Group Group and Group Individual Group Individual = 
Problem = and indi- and indi- individual ¢ 
vidual vidual E 


Key: A = Autocratic, C = Consultative, G = Group 


Sources: V. H. Vroom and A. G. Jago, The New Leadership: Managing Participation in Organizations (Upper Saddle 
River, NJ: Prentice Hall, 1988); and V. H. Vroom and P. W. Yetton, Leadership and Decision Making (Pittsburgh: 
University of Pittsburgh Press, 1973). 


is important and the 


employees will accept 
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Individual problems affect only one person, whereas group problems can affect a 
group or individual. For example, deciding on raises for individual employees is 
an individual problem, whereas scheduling vacations is a group problem. Similarly, 
deciding on which employees should receive training or undertake overseas assign- 
ment is an individual problem, whereas moving a business to another state or cutting 
down a city service is a group problem. The distinction between the two is not always 
clear; individual problems can affect others, and group problems can have an impact 
on individuals. 


Contingency Factors and Predictions of the Model 

The two central contiggency factors for the Normative Decision Model are the quality 
of the decision and the need for acceptance and commitment by followers. Other con- 
tingency factors to consider are whether the leader has enough relevant information 
to make a sound decision, whether the problem is structured and clear, the likelihood 
that followers will accept the leader’s decision, whether the employees agree with the 
organizational goals, whether employees are cohesive, and whether they have enough 
information to make a decision alone. Table 3-4 presents the cight contingency 
factors. 

The Normative Decision Model is a decision tree, as shown in Figure 3-2. Leaders 
ask series of questions listed in Table 3-4; the questions relate to the contingency fac- 
tors and should be asked sequentially. By responding “yes” or “no” to each question, 
managers can determine which decision style(s) is most appropriate for the problem 
they face. Figure 3-2 presents the most widely used Normative Decision Model and is 
labeled “time efficient,” based on the assumption that consultation and participation 


Table 3-4 Contingency Factors in the Normative Decision Model. 


Contingency Factor 
Quality requirement (QR) 
Commitment requirement (CR) 


Question to Ask 
How important is the quality of the decision? 








How important is employee commitment to the 
implementation of the decision? 


Leader information (LI) Does the leader have enough information to make a 


high-quality decision? 
Structure of the problem (ST) 
Commitment probability (CP) 


is the problem clear and well structured? 


How likely is employee commitment to the solution if 
the leader makes the decision alone? 


Goal congruence (GC Do employees agree with and support organizational 
g' ploy gS PP g 


goals? 
Employee conflict (CO) 
Subordinate information (Sl) 


Is there conflict among employees over solution? 


Do employees have enough information to make a 
high-quality decision? 





Sources: V. H. Vroom and A. G. Jago, The New Leadership: Managing Participation in Organizations (Upper Saddle 
River, NJ: Prentice Hall, 1988); and V. H. Vroom and P. W. Yetton, Leadership and Decision Making (Pittsburgh: . 
University of Pittsburgh Press, 1973). 
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QR| Quality requirement: How important is the technical quality of this decision? 
CR| Commitment requirement: How important is subordinate commitment to the decision? : 
LI | Leader’s information: Do you have sufficient information to make a high-quality decision? ‘ 
ST] Problem structure: Is the problem well structured? : 
CP| Commitment probability: If you were to make the decision by yourself, is it reasonably certain that your : 
subordinate(s) would be committed to the decision? £ 
GC| Goal congruence: Do subordinates share the organizational goals to be attained in solving ‘ 
this problem? 4 
CO} Subordinate conflict: Is conflict among subordinates over preferred solutions likely? : 
SI | Subordinate information: Do subordinates have sufficient information to make a high-quality decision? : 
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Figure 3-2 Normative Decision Model. 


Source: Adapted and reprinted from Leadership and Decision-Making by Victor H. Vroom and Philip W. Yetton, by 
permission of the University of Pittsburgh Press. Copyright © 1973 by University of Pittsburgh Press. 


require time and are not efficient (Vroom and Jago, 1988). Thus, whenever appropri- 
ate, the model leans toward more autocratic decision making. A second version of the 
model, labeled “time investment,” focuses on the development of followers at the 
expense of efficiency. This version recommends more participative decision making 
whenever possible. 

An autocratic decision-making style is appropriate in the following situations: 


» When the leader has sufficient information to make a decision 
» When the quality of the decision is not essential 
» When employees do not agree with each other 


» When employees do not agree with the goals of the organization 
A consultative style of decision making is appropriate in the following situations: 


» The leader has sufficient information, but the employees demand participation to 
implement the decision. 
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® The leader has insufficient information, and employee consultation wili help the 
leader gather more information as well as develop commitment. 


® Followers generally agree with the goals of the organization. 


A group-oriented decision style should be used when the leader does not have all the 
information, quality is important, and employee commitment is essential. Delegation is 
used to assign the decision to a single individual who has the needed information, com- 
petence, and organizational commitment to make and implement it. 


Evaluation and Application 

Several research studies support the Normative Decision Model in a variety of settings 
(Crouch and Yetton, 1987; Tjosvold, Wedley, and Field, 1986), including evaluating 
historical decisions (Duncan, LaFrance, and Ginter, 2003). The model has also been 
applied in not-for-profit settings with some success (Lawrence, Deagen, and Debbie, 
2001), and recent research on sharing information with followers further support the 
contingency approach presented by the model (Vidal and Méller, 2007). The decision 
methods are clearly defined, and the contingency factors included are based on exten- 
sive research about group dynamics and participative management. 

Some practitioners and theorists argue that the model is too complex to pro- 
vide practical value. Few managers have the time to work their way through the deci- 
sion tree. Furthermore, the assumption that leaders have the ability to use any of the 
decision styles equally well might be flawed. Not all leaders can be autocratic for one 
decision, consultative for another, and group oriented for still others. Additionally, 
because the model relies on a manager’s self-report, it may be subject to some bias 
(Parker, 1999). 

The Normative Decision Model, compared with Fiedler’s Contingency Model, 
takes a narrower focus on leadership decision making. Within that limited focus, the 
model works well and can be a helpful tool for leaders. The model suggests several 
practical implications: 


® Leaders must understand the situation and understand how and when to use the 


different decision methods. 
® Participation is not always desirable as a leadership style. 
® Leaders must pay particular attention to their followers’ needs and reactions when 
making a decision. 


In addition to Fiedler’s and Vroom and Yetton’s theories that focus on how leaders use 
their resources, three other contingency models hinge on how leaders manage their 
relationships with followers. 


Path-Goal Theory 


The Path-Goal Theory of leadership, developed in the early 1970s, proposes that the 
leader’s role is to clear the paths subordinates use to accomplish goals (House, 1971; 
House and Dessler, 1974). By doing so, leaders allow subordinates to fulfill their 
needs, and, as a result, leaders reach their own goals as well. The concept of exchange 
between leaders and subordinates, whether it is an implicit or explicit contract, is at 
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the core of this model. The leader and followers establish a relationship that revolves 
around the exchange of guidance or support for productivity and satisfaction. 


The Framework 

The major conceptual basis for the Path-Goal Theory is the expectancy model of moti- 
vation (Vroom, 1964). Expectancy theory describes how individuals make rational 
choices about their behavior, based on their perceptions of the degree to which their 
effort and performance can lead to outcomes they value. The key to motivation, then, 
is to remove the various obstacles that weaken the linkages between effort and perfor- 
mance and between performance and outcomes. The nature of the task and follower 
characteristics determine which leadership behavior contributes to subordinate satis- 
faction. If the task is new and unclear, the followers are likely to waste their efforts 
owing to lack of knowledge and experience. They might feel frustrated and unmoti- 
vated, so the leader must provide instructions and training, thereby removing obsta- 
cles to followers’ performance and allowing them to do their job. If a task is routine 
and subordinates performed it successfully a number of times, however, they might 
face an element of boredom, which would require the leader must show considera- 
tion, empathy, and understanding toward subordinates. 

Behaviors the leader uses to motivate employees further depend on the employ- 
ees themselves (Griffin, 1979; Stinson and Johnson, 1975). Some employees need 
guidance and clear instructions; others expect to be challenged and seek autonomy to 
do their own problem solving. The followers’ need for autonomy and other personal 
characteristics, such as locus of control, are factors that the leader needs to consider 
before selecting an appropriate behavior. For example, a follower who likes challenges 
and needs autonomy will not need or want the leader to be directive even during an 
unstructured task. For that employee, leader directiveness can be irrelevant or even 
detrimental because it might reduce satisfaction. 


Evaluation and Application 
Despite several supportive research studies (e.g., House and Mitchell), the empirical 
support for the Path-Goal Theory remains mixed (Downey, Sheridan, and Slocum, 1975; 
Szilagyi and Sims, 1974). The model is generally under-researched, although 
researchers have proposed several new potential applications (Elkins and Keller, 2003). 
Notwithstanding contradictory findings, the Path-Goal Theory contributes to our under- 
standing of leadership by once more focusing attention on the behavior of providing 
guidance and support to followers. It adds to resource utilization models, such as 
Fiedler’s Contingency Model, by including followers’ perceptions of the task and the 
role of the leader in removing blocks to task accomplishment. The Path-Goal Theory’s 
use of employee satisfaction as a criterion for leadership effectiveness broadens our view 
of leadership. The model’s suggestion that not all behaviors will be effective with all sub- 
ordinates points to the importance of an employee’s need for challenge and desire to be 
autonomous as a determinant of a leader’s behavior. Interestingly, the role of the leader 
in the Path-Goal Theory is that of obstacle remover, which is similar to the role ascribed 
to team leaders (see Chapter 8). 

The next theory reviews a leadership model that focuses on how leaders inter- 
pret their followers’ actions and use that information as the basis for their relationship 
with them. 


Sl 





82 


Part I Building Blocks 


Leading Change Jim Goodnight of SAS 
“Employees don’t leave companies, they leave managers” (Lauchlan, 2007). 
The statement summarizes the importance Jim Goodnight places on leader- 
ship and managing people well. He cofounded SAS, the world’s largest pri- 
vately held software company, and with John Sall, continues to fully own the 
company so that the two can think long-term and do what it takes to take care 
of their employees and their customers. With a 98 percent customer renewal 
rate, negligible turnover, and global sales of $1.34 billion, they are doing 
something right (Bfsoux, 2004). Goodnight is the public face of the company 
and deserves much credit for that success. SAS has kept its workforce happy 
by giving its employees challenging work, letting them enjoy at 35-hour work 
week, free on-site day care, health care, an extensive fitness center, car detail- 
ing, and discounts to country club memberships; and free M&M’s one day a 
week. Although the candy costs the company $45,000 a year, Goodnight 
believes it is a small price to show appreciation for his employees and is an 
indicator of the organization’s friendly culture (Bisoux, 2004). 

Goodnight believes that when the company removes day-to-day chal- 
lenges, people can focus on their jobs. He tells his managers, “If you treat 
people like they make a difference, then they will make a difference” 
(Lauchlan, 2007). For him, it is about giving people a chance to prove them- 
selves. Valuing employees is as important to him as keeping his customers 
happy. Goodnight states, “I simply wanted to create a company where I would 
want to work. Over the years, ’'ve learned how employee loyalty leads to cus- 
tomer loyalty, increased innovation, and higher-quality software” (Faiola, 
2006). He considers his employees and his customers the building blocks of 
the success of his organization (Goodnight, 2005). During his speech after 
being named as the year’s top executive in 2005, Goodnight echoed this 
theme: “I simply facilitate a creative environment where people can create 
great software and foster long-term relationships with our customers” 
(Stevie, 2004). While he stays involved in the daily operations, he has the 
opportunity to stay close to both employees and customers and hear first- 
hand about ideas and challenges SAS may face. His formula for success is 
simple: “Keep you customers happy. Value your employees . . . while you may 
not grow your profits every quarter, you will grow your business over time” 
(Bisoux, 2004: 20) 


Sources: Bisoux, T., 2004. “Corporate counter culture,” BizEd, November—-December: 
16-20; Faiola, A. M., 2006. Inc, June, xx; Goodnight, J., 2005. “Software 2005: 
Building blocks for success,” http://www.sandhill.com/conferences/sw2005_ 
proceedings/goodnight.pdf (accessed July 8, 2007); Lauchlan, S., 2007. “Interview 
with Jim Goodnight,” MyCustomer.com, May 22. http://www.mycustomer.com/ cgi-bin / 
item.cgi?id=133019&d=101 &h=817&f=816 (accessed July 8, 2007); Stevie Award. 
2004. http://www.crm2day.com/news/crm/EpluuFlFF pWCyCGeTT.php (accessed 
July 8, 2007). 
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ATTRIBUTIONAL MODELS 


A component of the exchange between leaders and followers is the way the leader per- 
ceives and interprets followers’ behaviors and uses these interpretations to make deci- 
sions about future actions. For example, when an employee fails to contact a key 
potential client and, as a result, loses that client to a competitor, the manager will 
attempt to understand the cause of the error to decide what needs to be done. 
Whether the manager perceives the cause to be the employee’s laziness or lack of con- 
cern for the job or whether the problem was caused by the manager’s failure to com- 
municate the importance of the client will determine future actions. In the first case, 
the employee is to blame, and a reprimand or more serious disciplinary action might 
be appropriate. In the second case, because the manager shares the blame, he or she 
is not likely to reprimand the employee. 

A number of research studies focused on understanding the processes described 
in the preceding example (Green and Mitchell, 1979; Mitchell and Wood, 1980; 
Offermann, Schroyer, and Green, 1998). These processes are called attribution and 
focus on explaining the way we interpret the cause of others’ behaviors and our own 
(Jones and Davis, 1965; Kelley, 1967). Our interpretations depend on many factors, 
including our analysis of the situation and national culture. Two factors come into play 
in leadership situations. First, the leader must determine whether the cause of the error 
is internal to the employee (e.g., lack of ability or effort) or external to the employee 
(e.g., task difficulty, lack of training or support, bad luck, etc.). Second, the leader 
must decide on a corrective course of action. The degree to which the employee’s 
actions impact goal accomplishment and productivity (i.e., the seriousness of the con- 
sequences) provides further information to determine subsequent action. The 
employee is much more likely to be blamed and held responsible for the following 
types of errors: 


» When the consequences are severe (e.g., the loss of an important client or the anger 
of a major constituent) 

» When the employee has a mediocre track record on similar and different types of 
tasks and other employees are successful under similar circumstances 

» When the employee shows defensiveness in responding to the manager’s inquiry 


» When the manager’s success depends on the employee’s good performance 


One factor that can further impact how leaders make attributions is national culture. 
Consider the following example. A Canadian expatriate manager working in Jordan 
seeks the advice of his Jordanian assistant before he makes a decision on the purchase 
of new equipment from a local manufacturer. The Jordanian assistant appears non- 
committal and provides no concrete answers but seems to suggest that a certain man- 
ufacturer would be better than the other. The Canadian manager orders from that 
manufacturer. The decision turns out to be costly and disastrous. The Canadian man- 
ager interprets his assistant’s behavior as uncooperative, indicating a lack of initiative, 
or even as incompetent and disloyal. The Jordanian assistant is puzzled by his leader’s 
lack of confidence and inability to lead. Leaders, after all, are supposed to have the 
answers. 

This scenario illustrates typical misattributions that occur when people interpret 
behaviors across cultures. The leader in this case is interpreting his subordinate’s 
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response from his own cultural framework. The Canadian culture is low power dis- Substitutes for Leadership 
tance; therefore, when a leader does not have all the information, it is acceptable and In some situations, a relationship between a leader and the followers is not needed to 
desirable to request feedback from a subordinate. A subordinate who refuses to help satisfy the foll owers’ needs. Various aspects of the work environment provide enough 
appears to be incompetent or disloyal. On the other hand, the Jordanian assistant also | ources and support to allow subordinates to achieve their goals without having to 
is interpreting behavior within his own cultural context, which includes high power ae to their leader. For example, an experienced team of pharmaceutical salespeo- 
distance and a strong paternalistic tradition. To him, a leader who does not have solu- ae who spend a considerable amount of their time on the road and who have control 
tions and must ask for his employees’ help is incompetent and weak. a their commissions, are not likely to rely much on their manager. Their job pro- 
The potential for bias and misinterpretation is greatly increased when individu- ides them with challenges, and their experience allows them to make many decisions 
als from one culture interpret and make attributions about the behavior of individuals ies their own. The office is not accessible, and they often rely on other salespeople for 
from a different culture. Even within the same cultural context, however, attributions | help and information. Similarly, skilled emergency room nurses and technicians do 
are subject to considerable biases. arn on a leader or manager to take care of their patients. In such circumstances, 
‘ ; rious situational factors replace the leader’s functions of providing structure, guide- 
Evallauen and ADD licafion | ih d support to subordinates. 
The attributional model of leadership is based on well-established psychological prin- lines, a Kee ons led to the development of the Substitutes for Leadership Model 
ciples whose application to leadership situations is supported by research. It, however, (SLM) (Kerr and Jermier, 1978). SLM proposes that various organizational, task, and 


is not a broad model of leadership and is concerned with only a 
Because the interpre- 


tation and evaluation Per iicwlat aspector the relat onship between leaders and roo: iors of consideration and initiation of structure (Table 3-5). In general, if information 
Patek ers—namely, how a leader interprets followers’ behaviors and 
of followers’ actions is 


. : . : about the task and its requirement is clear and available to the subordinates through 
acentral part oflead- tions and how such interpretations affect the leader’s interac- various means such as their own experience, their team, or through the organization, 
ership activities, the Hons: Despite-their limited scope, the propositions and Andings of they are not likely to need the leader’s structuring behaviors. Similarly, when support 
propositions and find- attributional models offer many applications to leadership situa- and empathy are not needed or are available through other sources such as coworkers, 
ings of attributional tions. In particular, because interpretation and evaluation of fol- P 


: i y i tion behaviors. 
, : : : inca! the subordinates will not seek the leader’s considera 
miedels:orler many F lowers’ actions is a central part of leadership activities, understand- 
helpful applications in 


ae : : Me Se Heat 
employee characteristics can provide substitutes for the traditional leadership b 














understanding and ing these processes can be helpful to leaders. 7 
managing these The next model considers situations in which leadership is Table 3-5 Leadership Substitutes and Neutralizers. 
processes. not needed. 
Substitutes or Neutralizers Consideration Structuring i 
Follower Characteristics ; : 
|. Experience and training ae i 
‘ . Professionalism Substitute ubstitute i 
Applying What You Learn : Lack of value for goals Neutralizer Neutralizer i 
Avoiding Biases ; I 
Task Characteristics i 
Research on social perception, attribution the- ¢ Keep notes about your own work and |. Unambiguous tasks 
ory, and attributional models of leadership reactions, as well as the work and reactions 2. Direct feedback from task Substitute 
indicate that what we perceive is often more of your followers; for most of us, our 3. Challenging task Substitute Substitute 
important than objective reality. It is, therefore, memory is not as good as we think it is. a : 
essential that leaders and followers carefully ° Actively seek all sides of an issue; listen to Organizational Characteristics . eapeiienes 
manage perception, and consider the following your followers to hear their side of events. |, Cohesive team Niacceleee 
points: Every situation always involves more than 2. Leader’s lack of power Substitute eu 
one perspective and explanation. 3. Standardization and formalization Neutralizer Substitute | i 
® Be aware of your biases; this awareness * Do reality checks not only with your 4. Organizational rigidity Neutralizer 
allows you to get as close to an objective close associates but also with others 5. Physical distance between leaders Neutralizer Neutralizer : 
evaluation and judgment as possible. whom you respect but who might not be , ahdtollawers 
¢ Depend on objective, reliable measures close to you or to the problem you 
of ptrformance when available. encountered. : ; ; ; r 
Source: Based on S. Kerr and J. M. Jermier, “Substitutes for leadership: Their meaning and measurement, 





Organizational Behavior and Human Performance, 22 (1978): 375-403. 
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In addition to substituting for leadership, some situations can neutralize the 
effect of the leader. Most notably, the leader’s lack of power to deliver outcomes to fol- 
lowers and an organization’s rigid culture can prevent a leader’s consideration and 
structuring behaviors from affecting subordinates. For example, a subordinate whose 
manager is in another state or is powerless to deliver on promises and reward or a sub- 
ordinate who does not value the rewards provided by the manager is not likely to be 
affected by the leader’s behaviors (see Table 3-5). The situation neutralizes the leader. 

Consider how Ricardo Semler (featured in Leading Change in Chapter 5), pres- 
ident of the Brazilian firm Semco, author and proponent of open-book management, 
set up his company so that it runs with few managers (Leading by Omission, 2005), 
Workers are trained carefully; provided with considerable information, including 
detailed financial datagnd salary information; and left to set their own hours, evaluate 
and vote for their managers, and make most of the decisions. The workers’ training 
and experience allows the company to function with few senior managers. The struc- 
ture, training, and teamwork at Semco act as substitutes for leadership. 


Evaluation and Application 

The SLM has not been tested extensively and needs considerable clarification regard- 
ing the nature of the various substitutes and neutralizers and the situations to which 
they might apply. Because of inconsistent results, some researchers suggest that it suf- 
fers from methodological problems (Villa et al., 2003), and the few studies performed 
in non-U.S. cultural settings failed to yield support for the model (Farh, Podsakoff, 
and Cheng, 1987). Like the next model we will discuss, the leader~member exchange, 
however, the SLM is intuitively appealing and addresses processes not taken into 
account by other leadership models. In particular, it questions the need for leadership 
in certain situations and points to the difficulty of being an effective leader when many 
neutralizers are present (Howell et al., 1990). Furthermore, the model provides con- 
siderable potential for application. Depending on the culture, strategy, and goals of an 
organization and on a specific leader’s personality, the leader might want to set up or 
remove leadership substitutes. For some control-oriented leaders or in organizations 
with traditional structures and hierarchies in place, the presence of substitutes could 
be perceived as a loss of control and authority. 

Given the flattening of many organizations and the push toward empowerment 
and use of teams, judicious use of substitutes can free up the leader for other activities, 
such as strategic planning, and still allow the organization to achieve its objectives, 
The use of information technology tools that make information widely available and 
support work structures, such as telecommuting and outsourcing, further reduces the 
need for leadership in some situations (Howell, 1997). Consider the case of one of the 
oldest and fifth largest breweries in the United States. Despite its 175-year-old history, 
D.G. Yuengling & Son uses a modern, relatively flat structure that focuses on not 
becoming bureaucratic. Respect for the individual and a positive work environment 
are part of its core values (Yuengling, 2007). The company offers relatively high-paying 
jobs in an area where jobs are scare and has developed a loyal following (Rubinkan, 
2007). Like many other family operations, however, employees and managers found 


* themselves relying too much on the owner, Dick Yuengling. Yuengling recognizes the 


need to set up substitutes for his hands-on leadership: “You've got to get people in the 
proper place” (Kurtz, 2004: 71). The company’s chief operating officer, David Cainelli, 
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along with Jennifer Yuengling, set up the structures that would allow for decision mak- 
ing to be decentralized and delegated to people closest to the products and markets 
(Kurtz, 2004). . 

Autonomous and selfmanaged teams provide an application of the SLM. The 
goal of such teams is to function without supervision. The team becomes a substitute 
for leadership. Extensive technical and team-building training, selection of team 
members with a professional orientation, intrinsically satisfying tasks for which team 
members are given considerable autonomy, and direct feedback can be used as substi- 
tutes for leadership structuring behaviors. Similarly, a cohesive team replaces the 
leader’s supportive behaviors. The factors identified as substitutes can be used as a 
guide in setting up such autonomous work teams. One final implication of the SLM is 
leadership training. Based on this model, leadership training might need to focus on 
teaching the leader to change the situation as much as it focuses on teaching effective 
leadership behaviors. Leaders can be taught how to set up substitutes and avoid neu- 
tralizers. Such a recommendation is similar to those based on Fiedler’s Contingency 
Model discussed earlier in this chapter. 

The next model we consider focuses on the dyadic relationship between leaders 
and followers. 


Leader-Member Exchange 


Many of us experience leadership, either as leaders or followers, as a personal rela- 
tionship between a leader or a subordinate rather than a group phenomenon. We 
interact daily with our managers and forge an individual relationship with them. As 
leaders, we do not experience the same relationship with all of our followers. Each 
dyadic relationship is different. A leader establishes a one-on-one relationship with 
each follower (Figure 3-3), and each relationship varies greatly in terms of the quality 
of the exchange. These concepts are at the core of the Leader-Member Exchange 
(LMX) model, which was called the Vertical Dyad Linkage Model in its earlier versions 
(Dansereau, Graen, and Haga, 1975; Graen and Shiemann, 1978). LMX model 
focuses on the unique, relationship-based exchange between a leader and followers 
(Graen and Uhl-Bien, 1995). 

In each exchange, the leader and follower establish a role for the follower. Those 
followers with a high-quality relationship are in the in-group. High-quality 
LMX involves mutual respect, anticipation of deepening trust, and expectations of 
continued and growing professional relationships and obligations. In-group followers 
enjoy their leader’s attention, support, and confidence, and receive challenging and 
interesting assignments. The leader might overlook their errors (Duarte, Goodson, 
and Klich, 1994) or attribute them to factors outside of the followers’ control. In 
exchange for the in-group status, the followers’ role is to work hard, be loyal, and sup- 
port the leader. They are likely to work beyond their formally prescribed job duties 
(Liden and Graen, 1980) and increase their commitment to their goals (Klein and 
Kim, 1998). 

For the members of the in-group, such high-quality exchange often becomes a 
self-fulfilling prophecy and leads to high performance, high satisfaction, and low stress. 
Studies extend the impact of a positive LMX to safety communication, commitment, 
and reduction of accidents (Hofmann and Morgeson, 1999). Other studies found that 
a positive LMX is related to higher frequency of communication, which in turn, leads to 
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Figure 3-3 Leader-Member Exchange Model. 


more favorable job performance ratings (Kacmar, Witt, Zivnuska, and Gully, 2003) and 
may lead to higher outputs in research and development teams (Elkins and Keller, 
2003). Conceptual extensions of the model suggest that the positive work relationship 
might even extend to social networks, whereby leaders sponsor members of their in- 
group into various social networks (Sparrowe and Liden, 1997). Research indicates that 
a positive exchange with a leader plays a role in the extent to which employees feel the 
organization supports them (Wayne, Shore, and Liden, 1997). 

The followers in the out-group face a different situation. The leader might per- 
ceive them as less motivated or less competent, interact with them less, provide them 
with few opportunities to perform, and promote them less often (Wakabayashi et al., 
1988). Their role tends to be limited to that defined by formal job descriptions, with 
little or no expectation of high performance, commitment, or loyalty. They often have 
to find ways of compensating for the low-quality relationship they have with their 
leader (Kacmar, Zivnuska, and White, 2007). Regardless of whether the leader’s per- 
ception and expectations are accurate and fair, members of the out-group are likely to 
live up, or down, to them. As a result, out-group members who have a low-quality LMX 
will perform poorly and experience more stress. They also file for grievances more 

, often (Cleyman, Jex, and Love, 1993) and are more likely to take retaliatory actions 
against the organization (Townsend, Phillips, and Elkins, 2000). 

The relationship between the leader and each follower forms early. The LMX 

model suggests that development of the leader—follower relationship takes place in 
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Table 3-6 Stages of Relationship Development Between Leaders 


and Their Followers. 





Stage Description 
Testing and No relationship is yet formed. Leaders consider followers who do 
assessment not yet belong to a group in terms of objective and subjective criteria 


for inclusion in either in-group or out-group. Followers’ potential, 
ability, skills, and other psychological factors, such as loyalty, may be 
tested. Group assignments are made. The relationship with out-group 
followers does not progress beyond this stage. 


Development This stage only exists for in-group members. Leader provides in-group 


of trust followers with challenges and opportunities to perform that reinforce 
development of trust. In return, followers perform and demonstrate 
their loyalty to the leader. 

Creation of In-group followers with a well-established relationship may move to 


emotional bond this stage where the relationship and the bond between them become 
strong and emotional. Followers are highly committed to leader’s 


vision. 








Source: Partially based on information in Graen and Uhl-Bien, “The transformation of work group professionals 
into self-managing and partially self-designing contributors: Toward a theory of leadership-making,” Journal of 
Management Systems 3, no. 3 (1991): 33-48. 


stages summarized in Table 3-6, Additionally, leaders create positive relationships with 
three types of followers: those who are competent and show relevant skills, those 
whom they can trust, and those who are willing to assume more responsibility. Some 
research further suggests that followers can create a positive LMX by seeking feedback 
about their performance as long as the supervisor attributes the behavior to work 
rather than a desire to make a positive impression (Lam, Juan, and Snape, 2007). 
Culture can also play a key role in how in-group membership is assigned and which of 
these three factors is given more weight. In achievement-oriented cultures, such as the 
United States and Germany, individuals are evaluated based on their performance and 
achievement rather than on their past or their membership in certain castes 
(Trompenaars, 1994). Therefore, it is expected that leaders select their in-group mem- 
bers based on competence, performance, and commitment to the organization rather 
than based on a personal relationship. Anything else would be called favoritism 
and nepotism. As a result, formal human resource policies and procedures, as well as 
day-to-day personnel practices, in such cultures focus on fairness, equal opportunity, 
and on hiring those who are most qualified for the jobs based on their personal 
competence. 

In ascriptive cultures, such as many in the Middle East or France, a higher-quality 
exchange may depend more on the leader’s ability to trust followers, which is likely to 
be based on issues such as social class and birth (Trompenaars, 1994). The concepts of 
nepotism and inappropriate favoritism to one’s in-group do not apply readily in ascrip- 
tive and collectivist cultures, where loyalty to one’s village, clan, or family is the pri- 
mary concern. In such cultures, managers hire those they know directly or who 
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In achievement- 
oriented cultures, such 
as the United States 
and Germany, individ- 
uals are evaluated 
based on their perfor- 
mance and achieve- 
ment rather than on 
their past or their 
membership in certain 
castes. In ascriptive 
cultures, such as many 
in the Middle East 

or France, a higher- 
quality exchange may 
depend more on the 
leader’s ability to trust 
followers, which is 
likely to be based on 
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are recommended by others they know. Skills and competence are 
secondary to such personal recommendations. In Hong Kong, for 
example, leaders are obligated to take care of their own people 
first (Adler, 1991). Malaysians place a strong emphasis on loyalty 
and harmony in the work group (Kennedy, 2002). In many Middle 
Eastern countries, including Arab and non-Arab countries, such as 
Afghanistan and Iran, leaders surround themselves with family and 
clan members who can be trusted and who are loyal. Doing other- 
wise would be disloyal to ones’ community and even foolish. In 
such cultures, a wise leader does not allow strangers into the in- 
group, no matter how competent and qualified they are. Outsiders 
#te hired to help, but access to the in-group is based on commu- 
nity factors. Recent studies further suggest that organizational cul- 
ture may also impact the quality of the LMX, with better relation- 
ships in team-oriented cultures (Erdogan, Linden, and Kramer, 
2006). 


issues such as social 


class and birth. 


Evaluation and Application 

Interest in LMX theory continues to be strong with many recent 
extensions and testing of its component (e.g., Chattopadhyay, Tluchowska, and 
George, 2004; Lam et al., 2007). Several areas require further clarification. 
Specifically, researchers question the adequacy of the theory, the multiple measures, 
and the methods used to test the concepts (for a detailed review, see Schriesheim, 
Castro, and Cogliser, 1999). Additionally, despite continued research, the factors that 
lead to the development of an in-group versus an out-group relationship need more 
attention. Some research suggests that similarity in regard to personality plays a key 
role early in the relationship (Dose, 1999; Murphy and Ensher, 1999), whereas perfor- 
mance matters more as time goes on (Bauer and Greene, 1996). More research needs 
to be conducted in other areas as well, including identifying factors that affect the 
development of the LMX, assessing the desirability of having the two groups or the 
conditions under which subordinates move from one group to the other, and explor- 
ing the cultural factors that are likely to affect the decision on who belongs to the in- 
group. The research on the impact of gender similarity on the development of LMX, 
for example, produced mixed results and requires further clarification (see McAllister, 
1995; Tsui and O'Reilly, 1989). The results of at least one study in Mexico, however, 
show gender similarity to be related to lower absenteeism, particularly with female 
leaders (Pelled and Xin, 1997) and higher trust (Pelled and Xin, 2000). 

From a practitioner and application point of view, the LMX model is appealing. 
Anyone who has been part of an organization has experienced the feeling of being 
part of either the in-group or the out-group. Many have seen the departure of a well- 
liked manager, who is replaced with someone who has his own team. The quick move- 
ment from in-group to out-group is felt acutely. The concept of in-group and 
out-group also can be perceived as violating the norm of equality (Scandura, 1999), 
which is highly valued in many Western cultures, including the United States. As lead- 
ers, most of us can identify our in-group (see Self-Assessment 3-3). Our in-group mem- 
bers are the people we trust. They are our right-hand assistants. We can give them any 
assignment with confidence. They will get the job done without us having to check up 
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on them. We also know the members of our out-group. Toward some, we feel neutral; 
others we dislike and may try to get transferred. In both cases, those individuals do not 
get many chances to interact with us, and they are not provided with many opportuni- 
ties to demonstrate their competence on visible and key projects. 

The development of an individual exchange with others is a natural part of any 
interaction. Such a situation can be highly positive for an organization, allowing for the 
identification of competent individuals and ensuring that they achieve organizational 
goals. The creation of in-groups and out-groups, however, can also be highly detrimen- 
tal, leading to feelings and accusations of unfair treatment (Scandura, 1999). Alan 
Canton, president of Adams-Blake Co., a software company in California, faced consid- 
erable obstacles in the development of a new software when three of the five-member 
team assigned to the task formed a friendship—a clique—and decided to exclude the 
other two members (Rich, 2005). Canton addressed the problem head-on to get rid of 
the unproductive in-group/out-group that formed. The key issue is the basis upon 
which such relationships are formed. Researchers suggest that personal compatibility 
and employee ability are the basis for selection (Graen and Cashman, 1975). 
Unfortunately, organizational reality does not always match theory. Most of us can iden- 
tify, or were part of, LMX relationships based on either positive or negative personal 
feelings, stereotypes, or interpersonal conflicts. Many highly competent and qualified 
employees are excluded from a leader’s in-group based on personal dislike or organi- 
zational politics. After all, leaders are subject to human error just like the rest of us. 

Abuse of power (discussed in Chapter 5) and membership of some top manage- 
ment teams (discussed in Chapter 7) are examples of the potential negative effects of 
in-groups. Being able to work with people you trust and agree with and who share your 
vision for the organization sounds like an ideal situation for any leader, who would 
then not face unnecessary arguments and delays. Decisions would be made quickly 
and efficiently, and goals would be achieved. This ideal situation is exactly what many 
top-level executives attempt to set up when they select their top management team 
and the members of their board of directors. They pick people they trust and can work 
with. Executives rarely consciously and willingly pick members with whom they have 
major conflicts and differences. The goal is to create a workable team—a team made 
up of in-group members. 

An example of the importance of being part of a team is the now-classic case of 
Michael Ovitz, who was hired to be Disney’s president and fired 14 months later, 
receiving a $140-million severance package for his short tenure. During the trial of a 
lawsuit filed by a Disney shareholder against CEO Michael Eisner for wasting company 
resources by hiring and then firing Michael Ovitz, Ovitz testified that from the first 
day, he was left out of decisions and undercut by the Disney management team who 
did not report to him (Holson, 2004a). Eisner, for his part, testified that he had to 
spend too much time managing Ovitz (considered one of the most powerful and suc- 
cessful wheeler-dealers in Hollywood when he headed the Creative Artists Agency 
before coming to Disney): “Every day I was trying to manage Michael Ovitz. I did little 
else” (Holson, 2004b: C1). Eisner further accused Ovitz of “un-Disney-like” behavior 
and of not fitting in with the rest of management team. Eisner cited an example of 
Ovitz taking a limousine instead of a bus with other executives and states that Ovitz 
“was a little elitist for the egalitarian cast members” (Holson, 2004b: C12). Although 
the Ovitz—Eisner case is much more complex than an LMX relationship, the poor 
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relationship and the fact that Ovitz either did not fit in or was not allowed to be part of 
the in-group clearly played a role in his firing from Disney, a factor that, in turn, was 


central to the shareholder lawsuit. 


Research on friendship patterns and attraction to others indicates that people 
tend to associate with those who are like them, have similar backgrounds, and 
share their values and beliefs. To counteract this potential bias, Maggie Widerotter 
of Wink Communication makes a point of taking time to look for employees she does 
not see on a regular basis. She takes time to get out of her office and go on a “lion 
hunt” (McCauley, 2000: 114). She says, “That gives me a chance to connect with 
employees who I don’t usually talk to. ... I always walk away from the experience 
having learned something: I have a renewed understanding of what we’re doing at my 


company” (114). o 
Without a conscious effort to seek out new people, the in-group for most leaders 


includes people who are like them, with similar backgrounds and views. This homo- 
geneity in top management teams and board membership caught the blame recently 


for many of the problems in U.S. businesses. Industrial giants such as Ford, AT&T, and 
IBM suffered from the lack of initiative and creativity of their top management teams. 
The members worked well together and disregarded input from outsiders. As a result, 


they failed to foresee the problems and full consequences of their decisions or inac- 


tion, The same pursuit of homogeneity is also seen as a weakness in President George 
W. Bush’s inner circle and administration and its decision making on highly complex 
issues such as the war in Iraq or the firing of U.S. attorneys. The ease, comfort, and 


efficiency of working with a cohesive in-group are usually because of the similarity of 


its members. These advantages, however, are sometimes offset by a lack of creativity 
and limited decision making. In an ideal case, no in-group or out-group should exist. 
All of a leader’s subordinates should have equal access to the leader and to projects 
and resources. Those who do not perform well should be helped or moved out of the 
group altogether. Reality, however, is different, and avoiding the creation of in-groups 
and out-groups is difficult. 

One of the key issues then becomes how members are selected to be in each 
group. For the individual relationship to be productive, leaders should follow some 
general principles in creating in-groups and out-groups and in selecting their mem- 
bership. It is important to note that these guidelines apply mostly to achievement- 
oriented rather than ascriptive cultures: 


» Pick in-group members based on competence and contribution to the organization. 
» Periodically evaluate your criteria for in-group and out-group membership. 
> 


Assign tasks to persons with the most applicable skills regardless of group 
membership. 


Set clear, performance-related guidelines for in-group membership. 
Avoid highly differentiated in-groups and out-groups. 


Keep membership fluid to allow movement in and out of the groups. 


VVVY 


Maintain different in-groups for different activities. 


* The concept of exchange in the leadership interaction and the importance of the rela- 
tionship between leaders and their followers are expanded and developed 
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further in a more recent model of leadership, Transactional-Transformational 
Leadership, covered in more detail in Chapter 6. 


SUMMARY AND CONCLUSION 


The scientific approach to understanding leadership that started at about the time of 
the industrial revolution added rigor and attempts at precise measurement to other 
already-existing views about leadership. The first modern approaches focused on the 
identification of traits that would distinguish leaders and followers. Although certain 
traits were found to be associated with leadership, no simple sets of traits consistently 
predicted who would be an effective leader. Because of inconclusive results, 
researchers turned their attention to leadership behaviors. The two major categories 
of initiation of structure and consideration were established as the central leadership 
behaviors. The switch from simple traits to simple behaviors still did not account for 
the complex leadership process and, therefore, did not allow researchers to make 
strong predictions about leadership effectiveness. 

The early theories that are the foundation of modern leadership theory address 
either the way leaders use resources or the relationship between the leader and the fol- 
lower. Normative Decision Model and Fiedler’s Contingency Model consider how the 
leader uses resources that are available and propose that the leader’s style must be 
matched to the situation to achieve effectiveness. Whereas the Contingency Model 
assumes that the leader’s style (LPC) is determined by internal traits and therefore dif- 
ficult to change, the Normative Decision Model relies on decision-making styles that 
are assumed to be learnable. The two also differ on the criteria they use for leadership 
effectiveness. The Contingency model looks at group performance; the Normative 
Decision Model focuses on decision quality. Perhaps their most interesting contribu- 
tion to leadership application and training is that both models involve a series of well- 
defined variables that can be used to improve leadership effectiveness. 

The relationship-based theories focus on the relationship between the leader 
and the follower. The Path-Goal Theory proposes that the leader’s main function is to 
remove obstacles in the subordinates’ path to allow them to perform their jobs and to 
be motivated and satisfied. The attributional models consider the way in which a 
leader interprets performance information about followers. The Substitutes for 
Leadership Model (SLM) explores situations in which a relationship between the 
leader and subordinates is not needed and is replaced by individual, group, and orga- 
nizational factors. Finally, the Leader-Member Exchange (LMX) Model focuses on 
the dyadic relationship between a leader and each follower and proposes the concept 
of in-groups and out-groups as the defining element of that relationship. 

All the models use a contingency view of leadership, and in all of them, the 
leader’s behavior or style depends on the requirements of the situation. Although the 
concept of task and relationship orientation continues to be dominant, several of 
the models consider other factors, thereby expanding our views of leadership. The 
structure and routine of the task continue to be key situational factors, although other 
variables such as follower independence and maturity are also introduced. 

The contingency models of leadership presented here are the foundation of 
current theory in leadership and continue to dominate the field of leadership. The 
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Table 3-7 Comparison of the Early Contingency Models of Leadership. 





Leader Follower Other 
Characteristic Characteristic Task Factors 
Fiedler’s LPC basedon Group cohesion Task Position 
model motivation; not structure power 
changeable 
Normative Decision- Group cohesion Available Agreement 
Decision making style; can information — with goals 
Model be changed, Time 
Path-Goal Leader Individual Clarity and 
theory behavior; can follower need —_ routineness 
be changed to grow of task 


Substitutes Leader 
behavior; can 
be changed 


LMX 


models differ in the factors they use to describe the leader’s style or behavior and ele- 


Group cohesion 


Clarity of task; Organization 


availability of culture, 
information structure, and 
processes 


ments of the leadership situation that are considered (Table 3-7). 


For each model, however, whether in resource utilization or in exchange and 
relationship development models, the focus is on the match between the leader and 
the situation. The extensive research about the various contingency models, although 
not always consistent and clear, led to the broad acceptance and establishment of 
the concept of contingency in leadership. Clearly, no one best way to lead exists. 
Effective leadership is a combination of and match between the leader and the leader- 


ship situation. 


Effectiveness 
Criteria 
Group 
performance 


Quality of the 
decision 


Follower 
satisfaction 
and 
motivation 


Need for 
leader 


Quality of 
relationship 
with follower 
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LEADERSHIP CHALLENGE: THE IN-GROUP APPLICANT 


You are an expatriate manager sent to work in the Indian operation of your company. As 
you get settled in, one of your first decisions is to hire an assistant manager. Your efficient 
office manager, who has been extremely helpful to you already and has been with the com- 
pany for many years, quickly suggests one of his relatives, who, he tells you, would be perfect 
for the job. According to him, his cousin just graduated from a top business school and, 
most importantly, is trustworthy, loyal, and eager to work and learn. Your office manager 
tells you that his cousin will be coming shortly to introduce himself. He tells you that you 
don’t have to be inconvenienced any further and won’t need to waste your time and risk 
having an unreliable stranger become your assistant. 


1. How do you interpret and explain your office manager’s actions? 
2. Will you hire the “cousin”? 
3. What factors do you need to consider before making your decision? 
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Chapter |. 3 


Early Theories 


The Foundations of 
Modern Leadership 


The people who get on in this world are the people who 
get up and look for circumstances they want, and, if they 
can’t find them, make therf?” 


—GEORGE BERNARD SHAW 


A pretzel-shaped world needs a pretzel-shaped theory. 
—FRED FIEDLER 


After studying this chapter, you will be able to: 


_ Identify the three major eras in the stud 


y of leadership and their contributions to modern 
leadership. 


i Explain the methods, results, shortcomings, and contributions 
approaches to leadership and identify their impact on current 


‘| Present the most significant early theories of leadership and their implications for current 
theory and practice of leadership. 


of the trait and behavior 
approaches, 


a Bk roots of the modern study of leadership can be traced to the western industrial 

revolution that took place at the end of the nineteenth century. Although many 
scholars throughout history focused on leadership, the modern approach to leader- 
ship brings scientific rigor to the search for answers. Social and political sciences and 
management scholars tried, sometimes more successfully than other times, to measure 
leadership through a variety of means. This chapter reviews the history of modern 


leadership theory and research, and outlines the early theories that are the foundations 
of modern leadership. 


A HISTORY OF MODERN LEADERSHIP 
THEORY: THREE ERAS 


During the industrial revolution, the study of leadership, 
aspects of organizations, became more rigorous. 
déscription of common practices, researchers used 
predict leadership effectiveness by identifying and 
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much like research in other 
Instead of relying on intuition and a 
scientific methods to understand and 
measuring leadership characteristics. 
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The history of the modern scientific approach to leadership can be divided into three 

eneral eras or approaches: the trait era, the behavior era, and the See aie era. 
an era has made distinct contributions to our understanding of leadership and con 
tinues to influence our thinking about the process. 


The Trait Era: Late 1800s to Mid-1940s 


The belief that leaders are born rather than made dominated much = ea pera 
teenth century and the early part of the twentieth century. Thomas Carlyle’s se se 
and Hero Worship (1907), William James’s writings (1880) about the great men 2 as a 
and Galton’s study (1869) of the role of heredity were part of an era e se anaes 
terized by a strong belief that innate qualities shape human ake vs eng oe 
Consequently, it was commonly believed that leaders, by virtue of t eir oe 
endowed with special qualities that allow them to lead others. oe eee ae aa 
istics were presumed to push them toward leadership regardless oO a ee : 
historical context and social structures of the period further reinforce a Sarat Le 
providing limited opportunities for common people to become socia ; po i ees 
industrial leaders. The belief in the power of personality and other ae c iced oe 
strongly influenced leadership researchers and sent them on oan < fice: 
ship traits made possible by the advent of personality and individual c an e Sue 
ing such as JQ in the early twentieth century. The major assumption gui ae reseae 
of studies about leadership traits was that if certain traits distinguish aii ea ieee 
followers, then existing political, industrial, and religious leaders ieee posses ns 
(for a thorough review of the literature, see Bass, 1990a). Based on this eae ee 
researchers identified and observed existing leaders and followers and c 
detailed demographic and personality information about them. 

More than 40 years of study provided little evidence to justify 
the assertion that leaders are born and that leadership can be et study provided 
explained through one or more traits. Some traits do emerge as little evidence to 
important. For instance, much evidence indicates that, on the aver- lostity ans asserdon. a 
age, leaders are more sociable, more aggressive, and more lively than : se a sete 
other group members. In addition, leaders generally are original en cabo explained 
popular and have a sense of humor. Which of the traits are mos through either ae 
relevant, however, seems to depend on the requirements of the situ- orac ollecGon of 
ation. In other words, being social, aggressive, lively, original, and traits. Some fae 
popular or having any other combination of traits does not guaran- herent rip re 
tee that a person will become a leader, let alone an effective one. seni hepa 

Because of weak and inconsistent findings, the commonly vant However.sécna 
shared belief among many researchers in the late 1930s and early to depend on the 
1940s was that although traits play a role in determining leadership peuirenions of 
ability and effectiveness, the role is ee and ae ene the situation. 

viewed as a group phenomenon that cannot be s 

ee given een eee 1942; Bird, 1940; Jenkins, 1947; ae iceaaees 
Feldstein, and Newcomb, 1938; Stogdill, 1948). More recent studies in the S : 
1970s reinforced these findings by showing that factors such as eee ( ray see 
Grant, 1966) or assertiveness (Rychlak, 1963) are related to leadership effectiveness, 
but they alone cannot account for much of a leader’s effectiveness. 


More than 40 years 
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He who knows about others may be learned 
But he who knows himself is more intelligent. 
—Lao Tsu 


After studying this chapter, you will be able to: 


". Explain the role of individual difference characteristics in leadership. 


\.| Describe the difference between the past and current approaches to leadership traits. 


‘.. Discuss the role demographic characteristics play in leadership. 

... Identify the impact of values on leadership. 

(| Present the relationship between emotional intelligence and leadership. 

(} Highlight the role of the “Big Five” and other personality traits that are relevant in leadership. 


') Understand cross-cultural differences in individual difference characteristics. 


| as a quick reading of the history and mythology of any civilization makes it evident that 
leaders are considered special. Their physical characteristics are described in detail, their 
personalities dissected, and their actions celebrated. Long lists of traits and personal exploits 
are provided. The detailed information about and analyses of leaders focus our attention on 
the person. It represents a common belief that leaders possess something out of the ordi- 
nary—something within them that makes them worthy of our attention. Many believe that 
good leaders have natural, inborn characteristics that set them apart from others. Most of us 
can produce a list of personal characteristics of effective leaders. Leaders are courageous; 
they show initiative and integrity; they are intelligent, perceptive, goal-directed, and so forth. 
As discussed in Chapter 3, however, research findings do not clearly support many popular 
lay theories about personal characteristics of leaders. The results of hundreds of studies do 
not yield a specific profile for leaders. Traits alone do not identify and define leaders. Certain 
characteristics are related to leadership, if not directly linked to leadership effectiveness. 

In recent years, the interest in understanding the individual characteristics and per- 
sonalities of leaders has reemerged with many studies linking personality and other stable 


110 





CHAPTER 4 Individual Differences and Traits 
individual characteristics to leadership (for a review, see Zaccaro, 2007). Many new 
case studies of and interviews with successful business leaders have refocused attention 
on the role of individual style, demographic background, personality traits, skills, and 
other individual characteristics in understanding leadership. For example, Warren 
Bennis (1992), through numerous interviews and observations, highlights leaders’ 
charisma and personal style and their effects on organizations. Other examples of the 
continued focus on individual traits are theories of charismatic leadership (Conger, 
1991), transformational leadership (Bass, 1985), and the work of Kouzes and Posner 
(1993, 1999) about credibility as the heart of leadership. The major difference 
between earlier approaches during the Trait Era and the recent ones is the researchers’ 
more complex approach. The search is not simply for one individual trait or a com- 
bination of traits. Instead, modern theorists consider the complex interaction among 
traits, behaviors, and situational characteristics, such as expectations of followers. 
Within this framework, it is important to understand the role that several personal 
characteristics may play in determining leadership style and behavior. 

This chapter discusses the role of individual characteristics in leadership by con- 
sidering demographic characteristics, values, abilities, skills, and several personality 
traits. These individual characteristics do not determine how effective a leader will be. 
They, however, do impact the way leaders think, behave, and approach problems and 
their interaction with others. No single individual characteristic is a direct measure of 
leadership style, but each can allow a better understanding of a person’s basic 
approach and preferences. 


ELEMENTS OF INDIVIDUAL DIFFERENCE 
CHARACTERISTICS 


What makes every person unique is a combination of many factors, including demo- 
graphic, physical, psychological, and behavioral differences. They are at the core of 
who we are. Figure 4] shows a framework for understanding individual differences 
and their complex components. Heredity and environment are the two determinants 
of individual characteristics. The interactionist view suggests that these two determi- 
nants interact to influence the development of those characteristics. This view is 
widely accepted, although experts debate the relative influence of each factor. Hered- 
ity consists of an individual’s gene pool, gender, race, and ethnic background, and it 
creates an early, and some suggest indelible, influence on personality (Keller 
et al., 1992). Although genetic studies establish a link between heredity and some per- 
sonality traits, research also shows that the environment strongly affects us. Influences 
include physical location, family, culture, religion, education, and friends. 

To understand individual differences, we must consider the interaction between 
heredity and the environment. Environmental and social conditions can reinforce 
genetic patterns to influence a leader’s personality, as can cultural factors, the educa- 
tional system, and parental upbringing. For instance, in the United States, the genetic 
traits typically associated with being male are further reinforced by social norms that 
encourage boys to be competitive and aggressive. Similarly, although female babies 
tend to develop language skills earlier than males, parents who speak more to their 
girls and schools that expect girls to be proficient in language further reinforce their 
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Figure 4-| 


verbal skills. These genetic and environmental influcences interact and are reflected 
later in life in leadership styles and behaviors. 

As shown in Figure 41, four major individual difference characteristics can affect 
leadership style: demographic factors, values, abilities and skills, and personality. 
Demographic factors such as age and ethnic background are individual difference 
characteristics that may impact individual behavior and to some extent leadership style. 
Values are stable, long-lasting beliefs and preferences about what is worthwhile and 
desirable (Rokeach, 1973). Values are closely related to personality. Personality refers 
to a person’s character and temperament, whereas values are principles that a person 
believes. Like personality traits, values guide a leader’s behavior and are influenced by 
a combination of biological and environmental factors (Zaccaro, 2007). For example, 
leaders who hold the value “honesty is the best policy” will attempt to behave fairly and 
honorably and show integrity in their words and actions. Like personality, values are 
shaped early in life and are resistant to change. Values also are influenced heavily by 
one’s culture. 

Two related individual differences—abilities and skills—play a role in leadership. 
Ability, or aptitude, is a natural talent for doing something mental or physical. This 
category includes things such as intelligence. A skill is an acquired talent that a person 
develops related to a specific task. Whereas ability is somewhat stable over time, skills 
change with training and experience and from one task to another. You cannot train 
leaders to develop an ability or aptitude, but you can train them in new leadership 
skills. Organizations, therefore, recruit and hire leaders with certain abilities and apti- 
tudes and then train them to acquire needed skills. Finally, personality is a stable set of 
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physical and psychological characteristics that makes each person unique. It is made 
up of a number of personality traits and is the product of interacting biological and 
environmental factors. Although personality is stable and tends to stay the same over 
time and across situations, it is not rigid and can evolve gradually over the long term. 
Furthermore, personality consists of a set of characteristics rather than one or two 
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traits. This set develops over time and makes the individual unique (McCrae, 1993). 


Multiple Perspectives and the Impact of the Situation 


Although individual characteristics are, by definition, stable, this stability does not 
mean that leaders cannot behave in ways that are different from their personality. 


A useful approach is to consider a variety of individual difference 
factors that explain certain aspects of a person’s behavior rather 
than focus on any one trait. Ideally, to understand who people are 
and what makes them unique, one would consider all possible 
aspects of personality, values, attitudes, demographic factors, abili- 
ties, and skills as well as the various situations a person faces (Avolio, 
2007). Such an integrative perspective can provide broad insight 
into a person. Note that even when considering multiple perspec- 
tives, individual difference characteristics do not dictate our 
behaviors. 


Ideally, to understand 
who people are and 
what makes them 
unique, one would 
consider all possible 
aspects of personality, 
values, attitudes, 
demographic factors, 
abilities, and skills as 
well as the various sit- 
uations a person faces. 





When situations provide little guidance and are loosely struc- Such an integrative 


tured, a person’s individual characteristics can have a strong impact 
(Barrick and Mount, 1993; Mischel, 1973; Weiss and Adler, 1984). 
When the situation provides strong behavioral cues—cues that sig- 
nal what behaviors and actions are expected and appropriate—however, most people 
behave according to those cues regardless of their personality traits or other individual 
characteristics. For example, a highly mechanistic and bureaucratic organization with 
a strong culture that provides detailed, clear rules of behavior will not encourage its 
managers to express their individuality. In contrast, a loosely structured, organic orga- 
nization that provides autonomy will allow leaders the latitude to experiment and 
show their individual differences. 


into a person. 


Individual Characteristics Provide a Range 


Although individual characteristics tend to be stable, that stability does not mean that 
people cannot behave in ways that are inconsistent with their personality, values, and 
attitudes. Instead, each characteristic provides a behavioral zone of comfort as pre- 
sented in Figure 42. The zone of comfort includes a range of behaviors that come nat- 
urally and feel comfortable to perform because they reflect individual characteristics. 
Behaving outside of that zone is difficult, takes practice, and in some cases might not 
be possible. Although we are at ease in our behavioral comfort zone, we learn and 
grow by moving to our zones of discomfort. The behaviors outside of the comfort zone 
challenge us and push us to our limits. Therefore, although it is difficult to do so, an 
effective learning tool is to move outside of the comfort zone. The remainder of the 
chapter presents individual difference variables with the potential to affect leadership 
or that can help in understanding leadership styles, ending with consideration of 
several personality traits. 


perspective can pro- 
vide a broad insight 
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Figure 4-2 Individual Characteristics and Behaviors. 


Traits Revisited: A Fresh Look at Leaders’ Individual 
Characteristics and Leader Behaviors 


Although strong evidence of a consistent relationship between specific traits and 


leadership effectiveness is lacking, interest in understanding the personal characteris- 


tics of leaders continues. In 1974, a thorough review of traits (Stogdill, 1974) together 
with other findings reestablished the validity of the trait approach, reviving research 
on the topic. In general, activity level and stamina, socioeconomic class, education, 
and intelligence, along with a variety of other traits, appear to characterize leaders, 
and especially effective leaders. The role of situational characteristics, however, is 
also recognized as giving way to the situational and contingency approaches to 
leadership. 

Kirkpatrick and Locke (1991) have proposed a modern approach to under- 
standing the role of traits in leadership: several key traits alone are not enough to 
make a leader, but they are a precondition for effective leadership. Kirkpatrick and 
Locke list a number of traits that facilitate a leader’s acquisition of needed leadership 
skills. The key traits are as follows: 


Drive, which includes motivation and energy 
Desire and motivation to lead 

Honesty and integrity 

Self-confidence 


Intelligence 


VVVVVY 


Knowledge of the business 


* 
Some of the traits, namely intelligence and drive, cannot be acquired through train- 
ing. Others, such as knowledge of the industry and self-confidence, can be acquired 
with time and appropriate experience. The trait of honesty is a simple choice. Studies 
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of managers and leaders in other cultures found similar traits present in successful 
leaders. For example, successful Russian business leaders are characterized by “hard- 
driving ambition, boundless energy, and keen ability” (Puffer, 1994: 41). Chinese busi- 
ness leaders value hard work and an impeccable reputation for integrity. Being 
hard-driving to the point of being a workaholic is not an uncommon trait in U.S. 
business executives either. Surveys indicate that 60 percent of people in high-earning 
jobs work more than 50 hours a week; 35 percent more than 60 hours a week 
(Armour, 2007). 

Consider how many business executives demonstrate the traits that Kirkpatrick 
and Locke propose. Lisa Harper, CEO of Gymboree Corp., remembers the time when 
she took over the company with the task of turning it around: “I was passionate about 
the people, the product, and the customer. . .” (Canabou, 2003a: 58). Keith Black- 
well, cofounder and CEO of Bristol Technology, believes that you demonstrate leader- 
ship when you “are extremely clear about the future and who is going to get you there” 
(60). Small business owners succeed because of their extreme confidence in their own 
abilities (Wellner, 2004). Steve Jobs of Apple and Fumio Mitarai of Canon are famous 
for their drive, energy, intelligence, and self-confidence, as are other business leaders, 
such as Heidi Miller, executive vice president of JP Morgan Chase Treasury and Secu- 
rity Services, and Herb Kelleher, the famous founder of Southwest Airlines. Goran Lin- 
dahl, the former chief executive of the Swiss-Swedish engineering group ABB, was 
driven almost to the point of obsession to keep his company’s stock prices high (Tom- 
linson, 2000). Other leaders develop knowledge of their business. Meg Whitman, CEO 
of eBay, makes a point of traveling coach instead of taking the corporate jet. She likes 
to wear an eBay T-shirt so that she can talk to people about their experience with her 
company and gather information (Dillon, 2004). Emilio Azcarraga Jean, chair of 
Grupo Televisa SA, the largest Spanish-language media company in the world, learned 
all the details of the family business when he took over for his ailing father (Kroll and 
Fass, 2007). Through his intense drive and motivation, he refocused his organization’s 
culture from loyalty to performance to gain ground in the U.S. market. 

Interestingly, integrity, or lack of it, is cited as a key factor in leadership. Many 
anecdotes about bad leadership contain elements of lack of trust, dishonesty, and 
unwillingness to be held accountable on the part of the leaders, The corporate scan- 
dals of the early 2000s increased and renewed the focus on the importance of trans- 
parency and honesty (Pagano and Pagano, 2004). The GLOBE researchers have 
found that integrity is one of few culturally universal leadership characteristics (House 
et al., 2004), although other studies found cultural differences in managers’ willing- 
ness to justify ethically suspect behaviors (Cullen, Parboteeah, and Hoeg}l, 2004; 
Garibaldi de Hilal, 2006). Followers all over the world complain bitterly when leaders 
abuse their trust, lie to them, or mislead them. The scandal at the Italian food manu- 
facturer Parmalat provides a striking example of blatant dishonesty. Calisto Tanzi, the 
company’s chief executive, Fausto Tonna, its chief financial officer, and other top 
executives, falsified accounts and embezzled millions of Euros, leading to the com- 
pany’s bankruptcy and public outrage. Goran Lindahl, mentioned earlier for his 
almost obsessive focus, was also severely criticized for taking large retirement packages 
while the company reported losses. 

Just as some traits are necessary for leadership, they can be detrimental when 
carried to an extreme (Kirkpatrick and Locke, 1991). A leader with too much drive 
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might refuse to delegate tasks, and a desire for too much power can work against a 
leader’s effectiveness (Bennis and Nanus, 1985). For example, Michael Eisner, the 
president of Disney, was not able to hold on to several talented executives because of 
his need for control and inability to delegate, which stemmed in part from his drive 
and motivation to lead. These characteristics were blamed for the high turnover on 
top. Eisner’s tight hold on power also caused bitter disputes with several board mem- 
bers, triggered investor law suits, and was one of the factors that led to Eisner’s resig- 
nation (Holson, 2004a). His replacement Bob Iger is known to be understated, calm, 
diplomatic, and collaborative, all characteristics that Eisner lacked (Steptoe, 2007). 
Small business owners who are highly driven face similar challenges when it comes to 
delegation. For example, Andrew Nadel, owner of Pride Products, a promotional and 
corporate gift compamy, does everything from calling customers to assembling new 
office chairs himself, even though he employs a staff to take care of many of these tasks 
(Wellner, 2004). 

The current approach to understanding the role of leadership traits suggests 
that, as many of us believe, leaders are indeed gifted in at least some areas. Those gifts 
and talents alone, however, are not enough. Experience, correct choices, and expo- 
sure to the right situations are the keys to allowing those gifts to bloom. 


THE DEMOGRAPHIC CHARACTERISTICS OF LEADERS 


One approach to understanding the personal characteristics of leaders is to look at 
their demographic characteristics. Several research projects considering the demo- 
graphic characteristics of who has and gets power in the United States have yielded 
consistent results (e.g., Mayo and Nohria, 2006). Kurtz, Boone, and Fleenor con- 
ducted one such comprehensive survey of nearly 800 U.S. executives in 1989 with 
interesting information about CEOs’ demographic backgrounds. All were male. The 
majority of executives in their sample were firstborns in two-parent, middle-class fami- 
lies living in the rust belt. Close to 90 percent were married, with a median age of 58, 
and many considered themselves to be religious. Eighty percent were right-handed; 
they were taller and smoked less than the general population, and tended to exercise 
a fair amount. The CEOs were considerably more educated than the general popula- 
tion, with 47 percent having graduate degrees. The majority studied in public univer- 
sities, and many paid for their own education, at least to some extent. 

The most striking result of this extensive survey is the homogeneity of the execu- 
tives, in spite of some differences among industries. Researchers Mayo and Nohria 
found similar results and conclude that although education opens the door for diverse 
people to reach leadership positions and although there has been progress in the 
number of women and people of diverse nationalities in leadership positions, the lead- 
ership path is still primarily influenced by birthplace, nationality, religion, education, 
social class, gender, and race (Mayo and Nohria, 2006). Other studies further show 
progress at least in some areas. For example, a U.S. government study indicates that in 
2002, women owned 28.2 percent of nonfarm firms (Lowrey, 2006). Reports from the 
Center for Women’s Business Research further indicate that women own part or all of 
46 percent of privately held businesses (Franklin, 2003). 

Even though women and minorities have made their way up many organiza- 
tions in the United States and other countries, as we discussed in Chapter 2, formal 
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organizational leadership is still heavily dominated by males. Despite some changes, 
the top executives in the United States and also in many other parts of the world are 
still a homogeneous group. The homogeneity in demographic background does not 
necessarily lead to similar approaches in managing a business and leading followers. It 
is also unlikely, however, to lead to high diversity of thought and approaches to man- 
agement. Although homogeneity can be a strength if unity of purpose is needed, it 
can be a weakness where creativity is required. Many studies (e.g., Hackman, 1990; 
Nahavandi and Aranda, 1994) propose that lack of support from top management is a 
key obstacle in the implementation of innovative management approaches. With the 
current state of flux of public and private organizations, the need for diverse and inno- 
vative approaches is strong. Given the homogeneity of current business leaders in the 
United States and around the world, it is not surprising that such innovation is some- 
times lacking. The homogeneity of executives might be one of the factors that indicate 
the need to further diversify business leadership. 


VALUES 


Values are long-lasting beliefs about what is worthwhile and desirable. They are per- 
sonal judgments about what is right and wrong, good and bad. Understanding values 
is important for leaders because they affect how leaders lead. This section examines 
value systems, investigates how culture affects values, and considers the interplay 
between values and ethics. 


Value System and Culture 


The ways in which a person organizes and prioritizes values is that person’s value sys- 
tem (see Self-Assessment 41). For instance, for one person family may be a central 
value and a top priority when compared with other issues, such as faith, career, and 
social relationships. Other people might value their career more than their family or 
put their faith and spirituality above all else. Each of us has a personal value system 
around which we prioritize what we value most. Some people are aware of their values 
and their priorities, whereas others are unclear about their own priorities and become 
cognizant of them only when conflicts arise. Each individual’s value system is unique, 
although members of one family or culture might share certain key values. Many fac- 
tors influence what an individuals’ values are. Particularly, researchers have found con- 
sistent gender and cultural differences in values (e.g., Golob and Bartlett, 2007; 
Schwartz, 2005). For example, surveys: of political attitudes in the United States consis- 
tently reveal what some people call the gender gap, a difference in the value system of 
men and women. In the United States, many women place a higher value on family 
and social issues, whereas men focus more on economic problems. In the 2004 U.S. 
presidential elections, although the gender gap narrowed, women still placed a high 
value on security. These value differences were reflected in how they voted. In addition 
to gender-based differences, many generational and culture-based value systems dif- 
ferences also exist. The cultural dimensions presented in Chapter 2 include cultural 
values. For example, individualism is typically highly valued in industrialized Western 
countries, whereas collectivism is a dominant value in many Eastern cultures. Leaders 
must understand their own values and those of their followers and how they influence 
styles and behaviors. 
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Cultural values indicate what a cultural group considers important, worthwhile, 
and desirable. We share the values of our culture. The cultural values form the basis for 
a leader’s individual value system. Clearly, not everyone holds the same values 
(Bigoness and Blakely, 1996). For example, certain values—fairness, honesty, frugality, 
compassion, and humility—are universal. In contrast, the value of individual dignity— 
which refers to placing focus on the uniqueness, self-control, and self-governance 
of individuals—is more prevalent in individualistic than in collectivistic cultures 
(Anderson, 1997). The GLOBE research, presented in Chapter 2, indicates that not all 
cultures value the same traits in their leaders and that many characteristics are cultur- 
ally contingent (House et al., 2004). 

In general, the Euro-American cultures within the United States, as well as many 
other Western cultures, value individuality. As a result, leaders from these cultures rate 
personal achievement and recognition highly, and organizations target individuals for 
rewards and recognition. Displays of individuality are welcomed, as evidenced by the 
respect many people have for entrepreneurs. By contrast, collectivist cultures place a 
higher value on the community and a lower value on the individual. For instance, the 

Japanese value and reward conformity to the group. Parents teach children not to 
stand out or draw attention to themselves. The Japanese proverb “the nail that stands 
out will be hammered down” reflects the value system of many Japanese, who believe 
that they should sacrifice the self for the good of the collective. Leaders are similarly 
valued for their conformity to the social order as much as their uniqueness. 

Several Native American cultures, such as the Navajos, have comparable cultural 
values. Navajos, who are a horizontal collectivistic culture, devalue individualism and 
standing out in one’s community and, indeed, consider such behavior inappropriate. 
They appreciate leaders primarily for their contribution to their community. Hofstede’s 
other cultural values of avoidance of uncertainty, power distance, and masculinity fur- 
ther influence an individual’s value systems. When a culture emphasizes low power dis- 
tance—such as in Sweden, which is individualistic but horizontal—leaders are likely to 
be cooperative and avoid status symbols and hierarchy. When the culture is masculine, 
individuals are likely to emphasize honor and self-reliance. The concept of high and 
low context can further affect values. In high context cultures, such as Mexico, bend- 
ing the truth to preserve relationships or protect feelings is much more accepted than 
in low-context cultures, such as Germany or the United States. 


Generational Differences 


In addition to national cultural differences, theorists debate the effects of age, ethnic, 
and other group cultural differences on value systems. Research suggests that many 
people from the older generation in the United States believe that the younger gener- 
ation does not work hard and lacks respect for leaders; the younger groups think the 
older generation’s value system is stale and useless. Table 41 presents some value dif- 
ferences based on age. Different generations often hold different views of what effec- 
tiveness and efficiency mean. Older generations consider loyalty, regular work hours, 
and consistent attendance to be primary. They are often less optimistic and less confi- 
adent about their future (Tyson, 2002). Generation Xers and Millennials hop from one 
job to another, work odd shifts, rely on technology, work late into the night, and may 
not consider the traditional 8-hour work day appropriate. They have an optimistic view 
of their future and are bolder, an approach that was reflected, for example, in their 
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Table 4-1 Generation-Based Value Differences in the United States. 


Key Social and Historica! 
Generation Influences 
Gl generation, 60+ Raised by Depression era parent Hard word; frugality; patriotism; 
(born 1940s or in post-depression period or Protestant work ethic; respect for 
before) around WW II authority ; 
Baby boomers, Raised by WW II parents; grew Non-conformity; idealism; self- 
45-60 (born between up during Korean and Vietnam focus; distrust of establishment; 
late 1940s and 1960s) wars; Kennedy assassination; happiness and peace; optimism, & 


Dominant Value System : 





moon landing; rock & roll and involvement E 

Woodstock; cold war energy : 

crisis b 
Baby Busters, Raised by the early hippies; post The Yuppies; “me” generation; 


35-45 (born between Vietnam era;Watergate 
the 1960s and 1970s) 


Generation Xers, Peaceful era; fall of communism; — Enjoyment of life; jaded; latch-key 
25-35 (born between Iran hostage crisis; recession and_ kids; single-parent family; desire 
1970s and 1980s) economic changes; Bill Clinton; for autonomy and flexibility; self- 

Aids; MTV reliance; spirituality; diversity; 

balance work and personal life 

Millennials or Nexters A lot of parental focus; Oklahoma Flexibility; choice; socially con- 
under 25 (born after bombings; 9/1 | World Trade Cen- scious; meaningful experiences 
the mid-1980s) ter attack; school shootings; glob- and worl; diversity; achievement, 

alization; George W. Bush; tolerance and openness 

internet and media; tech savvy 


ambitious; material comfort; ‘ 
success driven; stressed out € 








é 
3 
é 
‘ 
‘ 


Sources: Partially based on N.A. Hira, “You raised them, now manage them,” Fortune, May 28 2007, 38-45; 

M. E. Massey, “The past: What you are is where you were when” (videorecording) (Schaumberg, IL: Video 
Publishing House, 1986); D J. Cherrington, S. J. Condies, and J. L. England, “Age and work values,” Academy 
of Management Journal, September 1979, 617-623. 


initially more positive view of the Iraq war in 2002 (Tyson, 2002). Technology provides 
another divide where younger workers often are impatient with older workers 
perceived lack of expertise in technology. Some, however, believe that while the Mil- 
lennials may need a lot of attention, they are also high performing. Describing the val- 
ues and behaviors of that generation, generational researcher Bruce Tulgan suggests, 
“They walk in with more information in their heads, more information at their finger- 
tips—and, sure, they have high expectations, but they have the highest expectations 
first and foremost for themselves” (Hira, 2007). 

A survey of 66,000 people around the world by the Pew Research Center for the 
People and the Press indicates that generational value differences are prevalent partic- 
ularly in Western Europe, but almost nonexistent in Asia, Africa, and the Middle East 
(Pew Global Attitudes Project, 2004). Older people in the United States and Western 
Europe express more national pride and are worried about globalization more so than 
younger generations in those countries. The older generations also demonstrate a 
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stronger sense of cultural superiority, whereas the younger generations feel less tied to 
their national cultural identity. 

Each individual develops a different value system that shapes attitudes and 
behaviors. Value systems, in turn, affect ethical behavior in organizations, a factor with 
critical implications for leaders. 


Values and Ethics 


One value related to leadership is ethics. Ethics are a person’s concept of right and 
wrong. Two general views of ethics are the relativist and universalist views. Individuals 
with a relativist view of ethics believe that what is right or wrong depends on the situation 
or the culture (Donalds6n, 1994). An index collected by Transparency International, an 
organization that uses a complex set of data to monitor corruption around the world, 
shows distinct national differences in ethical behaviors. In their 2006 index, Haiti, Myan- 
mar, Iraq, Guinea, and Sudan were ranked as some of the most corrupt nations; Finland, 
Iceland, New Zealand, Denmark, and Singapore were ranked as the least corrupt (Trans- 
parency International, 2006). The United States ranked 22 out of 163, behind most West- 
ern countries and Canada. To illustrate, businesspeople in many places consider gifts, 
bribes, or kickbacks acceptable behavior in contract negotiations, although these activi- 
ties are unethical and illegal based on U.S. values and laws. A person with a relativist view 
of ethics would take a “when in Rome, do as the Romans do” approach. That is, a U.S. 
manager who learns that it is generally accepted to bribe officials in Thailand to secure a 
contract would consider bribing a Thai official acceptable and ethical behavior. Note that 
it is rarely possible for managers of U.S.-based companies to adopt a relativist view of 
ethics in business situations simply because U.S. laws forbid any form of bribery anywhere 
in the world. In contrast, a person with a universalist view of ethics believes that all activi- 
ties should be judged by the same standards, regardless of the situation or culture. For 
example, a U.S. oil company manager would appoint a female manager to its Saudi oper- 
ations, based on U.S. laws of equal opportunity and the principles of cultural diversity, 
despite the religious and cultural problems it might create. 

The value and ethical issues facing leaders are highly complex. Global and cross- 
cultural issues further add to the complexity. For example, research by Triandis and 
his associates (Triandis et al., 2001) indicates that collectivism tends to be related to 
greater use of deception in negotiation, as well as higher levels of guilt after using 
deception. Particularly, Koreans and Japanese feel considerable guilt and shame after 
using deception. Furthermore, based on what a culture values, individuals within that 
culture might lie for different reasons, such as protecting their privacy in the case of 
the United States or benefiting family members in the case of Samoans (Aune and 
Waters, 1994). Other research, comparing United States and Hong Kong Chinese, 
shows cross-cultural differences in attitudes toward breach of contract (Kickul, Lester, 
and Belgio, 2004). United States employees responded more negatively to breaches of 
intrinsic contracts (e.g., autonomy) by displaying lower levels of job satisfaction and 
commitment. The Hong Kong Chinese are less accepting than U.S. workers of viola- 
tions of extrinsic contract violations (e.g., salary or job training), but more tolerant of 


violations of intrinsic contract. The researchers attribute the differences to the Chi- 


nese Confucian value to preserve harmony as compared with the U.S. value of 
individual success. Still other research shows that different factors motivate managers 
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in different cultures (Mathur, Zhang, and Meelankavil, 2001), and factors that 
determine commitment to work depend to some extent on cultural values (Andolsek 
and Stebe, 2004), suggesting a strong link between culture and values. 

Because of complex cross-cultural and individual differences in values, handling 
ethical and value-driven issues will continue to be a major part of every manager’s job. 
Chapter 6 will review several new approaches to leadership that consider values to be 
at the core of leadership. 


ABILITIES AND SKILLS 


Much of the early research in leadership characteristics focused on establishing lead- 
ership abilities. Although leaders clearly must have some abilities, competencies, and 
skills, these characteristics do not have high correlations to leadership effectiveness 
(for a review of the early research, see Bass, 1990a). Intelligence in its various forms 
and technical, interpersonal, and cognitive skills have received particular attention. 


Intelligence 


Intelligence is one of the most often used characteristics to describe leaders and is 
often included in discussions of leadership (Sternberg, 2007). It is clear that the com- 
plex task of leading requires a person with cognitive ability to remember, collect, and 
integrate information, analyze problems, develop solutions, and evaluate alternatives, 
all of which are related to traditional definitions of intelligence. For most people, 
intelligence is a factor in leadership; however, actual link between intelligence and 
effectiveness is far from clear (Rubin, Bartels, and Bommer, 2002). Correlations vary 
and many studies suggest that the link is relatively weak (for a review of past research, 
see Bass, 1990a). To date, only one leadership theory, the Cognitive Resource Model 
(Fiedler and Garcia, 1987a, b), has used intelligence explicitly as a factor. Reviews of 
the link between general intelligence and leadership indicate that it is an important 
aspect of leadership (Cornwell, 1983; Lord, De Vader, and Alliger, 1986). The relation- 
ship, however, may be moderated by many factors. For example, when being compe- 
tent is important, leaders who are more intelligent might do better, but in situations 
that require interpersonal skills, general intelligence might not be sufficient. The level 
of leadership also may be a factor. Particularly, intuition may be especially important 
for leaders at upper organizational levels. Furthermore, some early research shows 
that a curvilinear relationship may exist between intelligence and leadership (Ghiselli, 
1963). Those individuals with either low or high scores are less likely to be effective 
and successful leaders. Both, for different reasons, might experience difficulty com- 
municating with their followers and motivating them to achieve the task. 

Consider Scott Rudin, producer of hit movies such as Notes on a Scandal, Failure to 
Launch, Stepford Wives, and Clueless. Some of the people who work with him consider 
Rudin to be “one of the smartest and most clever and witty guys I have ever met” 
(Carvell, 1998: 201). He is bright and creative, and many admire his work, but his 
intelligence and creativity are not enough and not his only well-known qualities. Rudin 
is famous for his fiery outburst, throwing phones and office supplies, outrageous 
demands, and on-the-spot firing and re-hiring of assistants—by some accounts 250 ina 
5-year period (Kelly and Marr, 2005). As one of Rudin’s ex-assistants states, “I think the 
people that work there—most of them hate him. Nobody likes him. Everybody’s 
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miserable” (Carvell, 1998: 201). Rudin simply suggests, “The thin-skinned guys don’t 
like it. The thick skinned people ... understand that I am working as hard as them” 
(Kelly and Marr, 2005). Even his mentor, Edgar Scherick, referred to his protégé as 
“Scott Rude.” As this example illustrates, being intelligent is not sufficient for being an 
effective leader. Many other characteristics play important roles. In Rudin’s case, his 
high level of intelligence and creativity are not matched by his ability to relate to others. 


Practical and Emotional intelligence 


In the past few years, other perspectives have been added to the concept of intelligence. 
Instead of primarily focusing on memory and analytical skills, several researchers have 
suggested that being able to work well with others or having the skills needed to succeed 
in life are important components of intelligence. Researcher Robert Sternberg and his 
colleagues introduced the concept of practical intelligence to address the types of skills 
and attributes that people use to solve everyday challenges they may face (Headlund 
et al., 2003; Sternberg, 2002a; Sternberg et al., 2000). People with this type of intelli- 
gence either change their behavior to adapt to the environment, manipulate the envi- 
ronment, or find a new environment (Sternberg, 2007). Sternberg further proposes a 
model of leadership, WICS, that integrates, wisdom, intelligence, and creativity in a sys- 
tems approach putting intelligence at the center of leadership traits (Sternberg, 2003). 
Although the concept has received some attention, research about its link to leadership 
is still scarce (for an example, see Hedlund et al., 2003). 

Peter Salovey and John Mayer (1990) coined the term emotional intelligence 
(EI; or EQ for emotional quotient) to describe the social and interpersonal aspect of 
intelligence. Whereas intelligence generally is defined in terms of mental and cogni- 
tive abilities, some argue that the ability to relate interpersonally contributes another 
type of intelligence (see Goleman, 1995, 2004). The ability to interact well with follow- 
ers, satisfy their emotional needs, and motivate and inspire them is another key to 
effective leadership. Table 4-2 summarizes the five elements of EI/EQ. 

Individuals with high EI/EQ are in touch with their emotions and demonstrate 
selfmanagement in their ability to control their moods and feelings productively and 


Table 4-2. Components of Emotional Intelligence. 


Component 
Self-awareness 


Description 
Being aware of and in touch with your own feelings and emotions 








Being able to manage various emotions and moods without denying 
or suppressing them 


Self-regulation 


Self-motivation 
Empathy for others 


Being able to remain positive and optimistic 
Being able to read others’ emotions accurately and putting yourself 


in their place 
Interpersonal and Having the skills to build and maintain positive relationships with 
social skills others 





Source: Based on D. Goleman, “What makes a leader?” Harvard Business Review, 82, no. 1 (2004): 82-91; and 
D. Goleman, R. E. Boyatzis, and A. McKee, Primal Leadership: Realizing the Power of Emotional Intelligence (Boston: 
Harvard Business School Press, 2002). 
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in staying motivated and focused even when facing obstacles. They can calm them- 
selves when angry and stay balanced. They also are able to read others’ emotions, feel 
empathy for them, and put themselves in their place. The last component of EI/ EQ is 
having the ability to develop productive and positive interpersonal relationships 
through understanding, conflict resolution, and negotiation (Goleman, 1998; see Self 
Assessment 4-2). Goleman suggests that EI/EQ is important in leadership because of 
the increased use of teams, globalization, and the need to retain talented followers 
(Goleman, 1998). As a result, in the past few years, researchers have considered the link 
between EI/EQ and leadership (for a review, see Humphrey, 2002). Many have 
explored the relationship between EI/EQ and transformational leadership; that topic 
is covered in Chapter 6. Some studies show that EI is related positively to attitude 
toward change (Vakola, Tsausis, and Nikolaou, 2004). Others have focused on the role 
empathy plays in leadership, suggesting that it is a good predictor of leadership emer- 
gence in teams (Wolff, Pescosolido, and Druskat, 2003). Although it may be obvious 
that the leader’s ability to understand followers is a component of relationship-orienta- 
tion and consideration behaviors (Kellett, Humphrey, and Sleeth, 2002), empathy also 
plays a role in the leader’s task-orientated behaviors (Wolff et al., 2003). Specifically, 
leaders who show empathy are better able to guide their followers around challenging 
tasks because they can recognize patterns and coordinate group activities. 

A leader’s ability to self-regulate and manage his or her emotions, another com- 
ponent of EI, also affects followers. Research by Newcomb and Ashkanasy (2002) indi- 
cates that how a leader delivers a message can be more important than the content of 
the message. When subjects in their study used positive facial 
expressions, they were rated higher than when they used negative 
expressions, which led to the suggestion that leadership is an emo- 
tional process where a key leadership role is the management of 
emotions. Furthermore, research in psychology about how people 
experience emotion (e.g., Gohm, 2003) links it to the abilities to 
regulate mood and to make judgments, once more emphasizing the 
potentially strong role emotions can play in leadership. 

Psychologist Daniel Goleman states, “The rules for work are changing, and we’re 
all being judged by a new yardstick—not just how smart we are and what technical 
skills we have, which employers see as givens, but increasingly by how well we handle 
ourselves and one another” (Fisher, 1998: 293). Although competence and cognitive 
ability—namely, traditional intelligence—might be keys for success when working 
alone, leadership requires successful interaction with others and the ability to motivate 
them to accomplish goals. Therefore, EI/ EQ is a central factor in several leadership 
processes, particularly in the development of charismatic and transformational leader- 
ship, where the emotional bond between leaders and followers is imperative. Being 
able to empathize with followers can further allow a leader to develop followers and 
create a consensus. Some researchers suggest that emotional intelligence contributes 
to effective leadership because an emotionally intelligent leader focuses on followers, 
on inspiring them, and on developing enthusiasm (George, 2007). Whereas leaders 
with a high IQ lead with their head, leaders with a high EI/EQ lead with their heart 
and address their followers’ emotional needs. 

Ken Chenault, CEO of American Express (AmEx), one of only a few African 
American leaders of Fortune 500 companies in the United States, is able to win his 
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Applying What You Learn 


Developing Your EQ 


Awareness and development of EI/EQ elements 


can be a useful tool for self-development. Here 


are some areas to work on: 


e Learn about your strengths and weak- 


nesses by taking self-assessments, engag- 
ing in honest reflection, and seeking and 
listening to feedback. 

Keep a journal to track your feelings and 
behaviors. 

Seek the help of a friend, coworker, or 
mentor to provide you with feedback. 


Work on controlling your temper and 
your moods; stay composed, positive, and 
tactful when facing difficult situations. 


Stay true to your word and your commit. 
ments; integrity is a choice. Walk the talk. 


Set challenging goals and be willing to 
work hard to achieve them. 


Build relationships with others and 
develop your network. 


Practice active listening and pay attention 
to those around you; be concerned about 


¢ Admit your mistakes and learn from them. their well-being and their feelings. 


employees’ trust and build cohesion partly through his empathy and ability to express 
his emotions. He is described as understated, modest, and unassuming, with quiet 
warmth and a style that makes people want to be on his team (Schwartz, 2001). He 
believes that although the rational aspects of leadership are essential, values are what 
make a leader. He states, “what I have seen in companies throughout my career is that 
if you are not clear on who you are, on what it is you stand for, and if you don’t have 
strong values, you are going to run your career off a cliff” (Knowledge@Wharton, 2005). 
After AmEx was driven out of its Manhattan headquarters by the September 11 terror- 
ist attacks, Chenault moved into a cramped windowless office with standard issue fur- 
niture. While addressing the AmEx employees during a company town-hall meeting 
after September 11, he openly expressed his emotions, embraced grief-stricken 
employees, and stated, “I represent the best company and the best people in the 
world. In fact, you are my strength, and I love you” (Byrne and Timmons, 2001). Tom 
Ryder, who competed with Chenault for the top AmEx job, said, “If you work around 
him, you feel like you’d do anything for the guy” (Schwartz, 2001: 62). For Chenault, 
integrity, courage, being a team player, and developing people are foundations for 
becoming a leader; all are elements of emotional intelligence. 

Because of the potential of EI/EQ to address an important aspect of leadership, 
many organizations are finding that developing their managers’ El can lead to higher 
performance. Danny Myers, who owns several highly successful restaurants in New 
York City, including the Union Square Café and Gramercy Tavern, and who has written 
a book about delivering first-class service (Meyer, 2006), believes that the secret of his 
success is that he has surrounded himself with people who have higher EQs than IQs. He 
looks for people who have natural warmth, optimism, intelligence, and curiosity. Similarly, 
business education that, for many years, emphasized analytical and numbers-oriented 
skills is shifting some attention to developing interpersonal skills. Well-respected MBA 
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programs at University of Pennsylvania’s Wharton Business School, the University of 
Chicago, and Berkeley’s Hass Business School are stressing teamwork and teaching lis- 
tening skills mostly in response to employers’ need to hire people who have such skills 
(Fisher, 2007). 


Creativity 


A leader’s ability to be creative is ever more important, given the uncertainty that 
many businesses face. Creativity—also known as divergent thinking or lateral thinking— 
is the ability to combine or link ideas in new ways to generate novel and useful alter- 
natives (Sternberg, 2007). Lateral thinking focuses on moving away from the linear 
approach advocated by rational decision making (De Bono, 1992). Donna Kacmar, 
principal architect at Architects Works Inc. in Houston, Texas, sees creativity as “new 
possibilities for what might be considered dumb or mundane problems” (Underwood, 
2004: 44). Patrick Le Quément, French car maker Renault’s chief designer, is credited 
with many of the company’s cutting-edge and highly unusual designs. He believes that 
being original is the key to his creativity, stating “it’s worth alienating most of your cus- 
tomers if you can make the rest love you” (Wylie, 2004a: 90). Because creativity is a 
complex process, leading creative efforts also is a highly complex activity. 

Creativity is a necessary component of leadership because leaders are often 
expected to develop new ideas and directions that others will follow. Creative leaders 
listen intently to all sources, especially to bad news, in order to know where the next 
problem is emerging. They value subjective as well as objective information. They turn 
facts, perceptions, gut feelings, and intuitions into reality by making bold and 
informed decisions. Other factors found to be important are modeling creative and 
unconventional behaviors, delegation, monitoring the process, and showing followers 
how their work affects the organization (Basadur, 2004). Creative leaders must not 
only be creative, but also have considerable technical expertise to lead their followers 
through the challenges of creative decision making (Mumford and Licuanan, 2004). 
Creative leaders typically share four characteristics (Sternberg and Lubart, 1995): 


1. Perseverance in the face of obstacles and self-confidence. Creative individuals persevere more 
in the face of problems and have strong beliefs in the correctness of their ideas. 

2. Willingness to take risks. Creative individuals take moderate to high risks rather than 
extreme risks that have a strong chance of failing. 


3. Willingness to grow and openness to experience. Creative individuals are open to experiences 
and are willing to try new methods. 


4. Tolerance of ambiguity. Creative individuals tolerate lack of structure and not having clear 
answers. 


As this list suggests, creative leaders tend to be confident in the paths they select and 
are willing to take risks when others give up. They also focus on learning and are will- 
ing to live with uncertainty to reach their goals. As with any other characteristic, the 
organizational setting can have a great impact on allowing creativity to flourish (Zhou 
and George, 2001). Some suggest that creative people make a decision to be creative 
when facing challenging problems (Sternberg, 2002b). Interestingly, some research 
suggests a link between a leader’s EI and the ability to encourage followers to be creative 
(Zhou and George, 2003). Because creativity is an emotional process, managing 
emotions well can play a positive role in the creativity process. Teresa Amabile, head of 
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the Entrepreneurial Management Unit at Harvard Business School, believes that cre- 
ativity is not just the domain of creative people, but requires experience, talent, and 
motivation to push through problems. She also suggests that people are least creative 
when they feel time pressure, fear, or intense competitive pressures (Breen, 2004). 


Skills 


The research on leadership skills is considerably clearer and more conclusive than 
that on leadership abilities. Leadership skills are divided into three categories: techni- 
cal, interpersonal, and conceptual (Table 43). 

As leaders and managers move up in their organization, they rely less on techni- 
cal skills and increasingly on interpersonal and conceptual skills. Company CEOs, 
school principals, or hospital administrators do not need to be able to perform various 
jobs in detail. They, however, should be able to negotiate successfully and effectively 
and manage various interpersonal relationships inside and outside the organization. 
Furthermore, top executives more than lower-level leaders and managers need to read 
and analyze their internal and external environments and make strategic decisions 
that require considerable problem-solving skills. 

The impact of ability and skills on leadership depends to a great extent on the 
situation. Situational factors, such as the type of organization, level of leadership, abil- 
ity and needs of followers, and type of task at hand, all influence what abilities and 
skills leaders will need to be effective. Additionally, although skills can be learned and 
can affect a leader’s behavior, research suggests that a lag time occurs between learn- 
ing skills and translating them into actual behavior (Hirst et al., 2004.) 


RELEVANT PERSONALITY TRAITS 


Although a review of early trait research, summarized in Chapter 3, indicates that no 
specific traits can predict who will become a leader or which leader will be effective, 
traits do play a role in leadership in several ways (for a review, see Zaccaro, 2007). 


» First, as discussed in Chapter 3, researchers have identified some traits that are con- 


sistently associated with leadership. 
» Second, a leader’s personality influences his or her preferences, style, and behavior. 
» Third, personality may affect the ease with which a leader learns skills and is able to 
implement them. 


Table 4-3 Leadership Skiils. 


Skills Category Description 





Technical skills Knowledge of the job processes, methods, tools, and techniques 


Interpersonal skills Knowledge of interpersonal relationships including communication, 


conflict management, negotiation, and team building 
Conceptual skills Knowledge of problem solving, logical thinking, decision making, 


creativity, and reasoning in general 
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» Fourth, being aware of key personality traits shown to affect work-related behaviors 
can help leaders develop their self-awareness and aid them in their learning and 
development. 

» Finally, traits can be strong predictors of leadership when considered in an integrated 
system that includes several individual difference characteristics and situational and 
contextual variables. 


The next section presents seven personality traits with implications for leadership. 


The Big Five Personality Dimensions 


Over time, psychologists and organizational behavior researchers have condensed 
countless personality traits into a list of five major personality dimensions, known as 
the Big Five (Barrick and Mount, 1991; Digman, 1990; Norman, 1963). Research shows 
that these five dimensions are consistent components of personality not only in the 
United States, but in several other cultures as well (Paunonen, 2003; Schmitt et al., 
2007). Table 4-4 summarizes the key elements of the Big Five personality dimensions. 
The Big Five dimensions allow the grouping of many different traits into a mean- 
ingful taxonomy for studying individual differences. These five dimensions are rela- 
tively independent, with several implications for management. A number of the Big 
Five personality dimensions have links to work-related behaviors such as career success 
(Judge et al., 1999; Seibert and Kraimer, 2001) and the performance of managers who 
work abroad (Caligiuri, 2000). None, however, alone strongly predicts performance or 
leadership effectiveness, even though some links to work involvement have been estab- 
lished (Bozionelos, 2004). Of the five dimensions, conscientiousness is the most strongly 
correlated to job performance. This connection makes sense: individuals who are 
dependable, organized, and hard working tend to perform better in their job (Barrick 
and Mount, 1991; Frink and Ferris, 1999; Hayes, Roehm, and Catellano, 1994). Most 


Table 4-4 Big Five Personality Dimensions. 


Personality 
Dimensions Description 
Degree to which a person is dependable, responsible, organized, 


and plans ahead 








Conscientiousness 





Extraversion/ 
Introversion 


Degree to which a person is sociable, talkative, assertive, active, 
and ambitious 

Openness to 
experience 


Degree to which a person is imaginative, broad-minded, curious, 


and seeks new experiences 
Emotional stability Degree to which a person is anxious, depressed, angry, and insecure 
Agreeableness Degree to which a person is courteous, likable, good-natured, 


and flexible 
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Sources: Based on descriptions provided by W. T. Norman, “Toward an adequate taxonomy of personality attributes: 
Replicated factor structure in peer nomination personality ratings,” Journal of Abnormal and Social Psychology 

66 (1963): 547-583; J. M. Digman, “Personality structure: Emergence of the five-factor model,” Annual Review of 
Psychology 41 (1990): 417-440; and M. R. Barrick and M. Mount, “The five big personality dimensions and job 
performance: A meta-analysis,” Personnel Psychology 44, no. 1 (1991): 1-76. 
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managers would agree that a good employee is dependable, shows up on time, finishes 
work by deadlines, and is willing to work hard. For instance, Andy Grove, former CEO 
of Intel and management guru, used to make a list of which of his employees showed 
up on time. He believes that dependable employees perform better. 

Lxtraversion is the Big Five dimension with the second-highest correlation to job- 
related behaviors and is particularly important in jobs that rely on social interaction, 
such as management or sales. It is much less essential for employees working on an 
assembly line or as computer programmers (Hayes, Roehm, and Catellano, 1994). 
Unlike conscientiousness, which can apply to all job levels or occupations, extrover- 
sion is not an essential trait for every job, and individuals can succeed without being 
extroverted. In fact, one of the United States’ most-admired business leaders, Lew 
Platt, previous CEO of Hewlett-Packard, is not an extravert. “Lew Platt isn’t a loud, 
extroverted guy, but he is. . . in his own quiet, blushing way getting his colleagues not 
only to understand but to agree ” (Stewart, 1998a: 82). Alan Wurtzel, the man who is 
often credited with the success of Circuit City, the electronics store, and its extraordi- 
nary performance compared with others in its industry, is described as hardworking, 
self-effacing, and quiet; more “plow horse than show horse” (Collins, 2001: 33). 

Openness to experience can help performance in some instances, but not in others, 
For example, being open to new experiences can help employees and managers per- 
form well in training because they will be motivated to explore fresh ideas and to learn 
(Goldstein, 1986), and it might help them be more successful in overseas assignments 
(Ones and Viswesvaran, 1999). Ken Chenault, CEO of AmEx, believes that being open 
to change and able to adapt to it are the most important characteristic today’s leaders 
need to have. He states, “It’s not the strongest or the most intelligent who survive, but 
those most adaptive to change” (Chester, 2005). Le Quément of Renault is a risk taker 
who is always looking for new ideas (Wylie, 2004). Bill Gates, CEO of Microsoft, is leg- 
endary for his intelligence and his thirst for new ideas. After his travel to India in 1997, 
he observed, “Even though 80 percent of what you hear from customers is the same all 
over the world, you always learn something you can apply to our business elsewhere” 
(Schlender, 1997: 81). But the same eagerness to explore new ideas and ways of doing 
things can be an impediment to performance on jobs that require careful attention to 
existing processes and procedures. 

As one would expect, emotional stability also is related to job behaviors and perfor- 
mance. At the extreme, individuals who are neurotic are not likely to be able to function 
in organizations. Some degree of anxiety and worrying, however, can help people per- 
form well because it spurs them to excel. Andy Grove’s book Only the Paranoid Survive: 
How to Exploit the Crisis That Challenges Every Company and Career is an indication of the 
sense of anxiety he instills at Intel to make sure employees perform and the organization 
excels. Finally, although agreeableness is a highly desirable personality trait in social situa- 
tions, it generally is not associated with an individual’s work-related behaviors or perfor- 
mance. Furthermore, some recent research suggests that leaders who are higher on 
emotional stability, extraversion, and agreeableness, while low on conscientiousness have 
followers with higher job satisfaction and job commitment (Smith and Canger, 2004). 

% The most important managerial implication of the Big Five dimensions is that 
despite the reliability and robustness of the Big Five as measures of personality, no single 
trait is linked strongly to how well a leader or manager will perform in all types and 
levels of jobs. The links to leadership that do exist are relatively weak, and even a broad 
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Leading Change Steve Bennett “Thinks 
Smart and Moves Fast” 


Intuit Corp. is known for its user-friendly software, such as Quicken and 
Turbo Tax, which help many loyal customers save much time and money. 
When the company itself needed help in 1999, it turned to Steve Bennett, a 
23-year General Electric veteran, with a strong background in finance. Even 
though Bennett knew little about the business, he was hired to bring a new 
business model, new perspectives, and to shake up the young, but well- 
entrenched company culture. Bennett prides himself on “seeing things the 
way they are, not the way you want them to be” (Palmer, 2004: 17). What Ben- 
nett saw was Intuit’s democratic, employee-centered culture with flexible 
schedules that allowed for considerable autonomy, an organization that had 
been consistently rated as one of the best places to work (Shinn, 2007). But, 
when Bennett took the leadership, the company still ran like a small start-up 
despite significant growth and its founder Scott Cook believed it was not 
achieving its potential. 

Bennett took the change head-on and told employees at his first meet- 
ing that the company was underperforming and needed a shake up. As he 
learned about the company, he quickly moved to refocus attention on per- 
formance, violating many dearly held Intuit operational values such as 
“Speak, listen, and respond” (Tischler, 2002). He refused to meet with the 
200 employees who requested to see him as soon as he was appointed and 
reorganized the company taking out layers to focus on the customer and 
develop new products for small businesses. Bennett believes the managers 
should not meddle with their employees’ business. He states that Inuit needs 
“facilitative leadership, not someone who is an expert in software” (Shin, 
2007: 22). For him, the leader’s job is to “conduct the orchestra, not to play 
all the instruments” (Tischler, 2002: 108). One of Bennett’s strengths is his 
ability to focus on important priorities and not spend time on trivial matters. 
Managing his time is one of his own priorities to make sure he has opportu- 
nities to play golf. 

Although Intuit’s long-time employees were quite shocked by the new 
CEO’s methods and directions, the shake-up paid off, allowing the company to 
enter new markets through growth and acquisitions and turn itself around. As 
company performance improved, Bennett was able to relax and take part in 
“Speak, listen, and respond,” by wandering around the office. In spite of the 
changes, the company maintained its relaxed feel (Tischler, 2002). 


Sources: Intuit: Executive profile. 2007. http://www.intuit.com/about_intuit/ 
executives/steve_bennett,jhtml (accessed July 20, 2007); Palmer, J., 2004. “Intuitively 
clear,” Baron’s, February 24: 17; Tischler, L., 2002. “Sudden impact,” Fast Company, 
September: 106-118; Shin, S., 2007. “Think smart, Move fast,” BizEd, May/June: 2024. 
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personality measure such as the Big Five alone cannot account for success or failure in 
the complex leadership process. 


Other Individual Personality Traits 


Another approach to understanding the role of traits in leadership is to take into 
consideration personality traits that may affect the way a person leads. As is the case 
with the Big Five dimensions, many of the traits fit into the framework and categories 
proposed by Kirkpatrick and Locke (1991) discussed earlier in this chapter. We con- 
sider six such traits that impact leadership style. 


Locus of Control 

The concept of locus of control, introduced by Rotter in 1966, is an indicator of an 
individual’s sense of control over the environment and external events. People with a 
high internal locus of control (i.e., a high score on the scale; see Self-Assessment 4-3) 
believe that many of the events around them are a result of their actions. They feel a 
sense of control over their lives. They attribute their successes and failures to their own 
efforts. Because of this attribution, individuals with an internal locus of control are 
more proactive and take more risks (Anderson, Hellreigel, and Slocum, 1977). As 
such, they demonstrate the motivation, energy, and self-confidence proposed by Kirk- 
patrick and Locke (1991) to be central leadership traits. Research indicates that inter- 
nals are less anxious, set harder goals, and are less conforming to authority than 
externals (for a review of the literature, see Spector, 1982). In addition, internals make 
greater efforts to achieve their goals and tend to be more task oriented than externals 
and are more proactive when managing stress (Nonis and Hoyt, 2004). They also tend 
to be more ethical in their decision making and harsher on bribery (Cherry and 
Fraedrich, 2000) and more open to globalization (Spears, Parker, and McDonald, 
2004). Some research also indicates that internal leaders of not-for-profit organiza- 
tions are more successful than externals at generating funding commitments from 
their members (Adeyemi-Bello, 2003). 

Individuals with an external locus of control attribute the events in their lives to 
forces external to them—to factors such as luck, other powerful people, or a deep reli- 
gious faith. They attribute their success to luck and interpersonal skills rather than to 
their intelligence and ability (Sightler and Wilson, 2001). In other words, they do not 
generally perceive a high degree of control over their lives. Therefore, they are more 
reactive to events and less able to rebound from stressful situations. They rely on oth- 
ers’ judgments and conform to authority more readily than internals (Spector, 1982). 
As leaders, externally controlled individuals are likely to use more coercive power, a 
factor that stems from projecting their own sense of lack of control onto others. 
Because they do not feel they control events and because they tend to be reactive, they 
believe others will do the same and overcontrol their followers to compensate for how 
they perceive others. 

Several studies have explored the link between leadership and locus of control. 
Some findings indicate that internals are more likely to emerge as group leaders and 
that groups led by internals perform better than those headed by externals (Anderson 
and Schneier, 1978). Other research has looked at the effect of locus of control on 
CEOs’ behaviors and choices of strategy for their organizations. The results indicate 
that internally controlled CEQs select risky and innovative strategies for their firms to 
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a higher degree than do externals (Miller and Droge, 1986; Miller, Kets de Vries, and 
Toulouse, 1982). They also tend to be more proactive and future oriented as indicated 
by the findings that internals are more entrepreneurial (Hansemark, 2003). 
Although research is limited, the pattern of results is highly consistent. A clear 
difference is evident between the behavior and decision-making patterns of internally 
and externally controlled individuals. Such patterns are not the only determinant of a 
leader’s behavior, but they potentially affect a leader’s actions. 


Type A 
Beginning in the late 1960s, researchers have focused on the concept of the Type A 


behavior pattern as a risk factor for coronary disease (Glass, 1983; Rosenman and 
Friedman, 1974). Psychologists and management researchers are also interested in the 
Type A personality (Baron, 1989). Generally, Type As are described as trying to do 
more in less and less time. As compared with Type Bs, they are involved in a whirlwind 
of activity. At the heart of the Type A construct is the need for control (Smith and 
Rhodewalt, 1986; Strube and Werner, 1985). As opposed to Type Bs, who tend to have 
less need for control, Type A individuals show a high need for control, which manifests 
itself in four general characteristics (Figure 4-3), 

The first Type A characteristic, time urgency, leads Type A individuals to be con- 
cerned with time. Being in a hurry, impatience with delays, and worries about time are 


Figure 4-3 Type A Characteristics and Behaviors. 












High need for control 
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aspects of time urgency. The second Type A characteristic is competitiveness. Type A 
individuals are generally highly competitive in work, social, and sport situations. They 
measure their outcomes against others and keep track of their performance; getting 
ahead and winning are major concerns. The third characteristic, polyphasic behaviors, 
involves doing several things at once. Although everyone is likely to undertake several 
activities when pressured, Type As often do so even when not required to by work or 
other deadlines. For example, they might make a list of specific activities to undertake 
during a vacation. The last Type A characteristic is hostility. It is the only characteristic 
still found by researchers to be tied to coronary problems and other health problems 
(Alspach, 2004). It is manifested in explosive speech; diffused anger; intolerance for 
delays or mistakes; and a generally fiery, aggressive (Baron, Neuman, and Geddes, 
1999), and sometimes“nalicious style of interaction (Strube et al., 1984). 

These four sets of characteristics are triggered by the Type A’s need for control 
and are aimed at providing the Type A with a sense of control over the environment 
(see Self-Assessment 4-4). Interestingly, although the Type A and locus of control con- 
cepts use the construct of control as a key defining element, the two scales are not 
related. Internally controlled individuals feel they control their lives; Type As need an 
increasing amount of control over events even when they exhibit internal locus of con- 
trol. Type A characteristics are neither bad nor good. Type As and Type Bs possess cer- 
tain traits and behaviors that can either be helpful or provide obstacles to being 
effective leaders; situational requirements are the key. 

The relationship of Type A to leadership has not been extensively studied, but a 
number of findings that link Type A behavior to work-related behaviors provide inter- 
esting insights. The results of one study suggest that being Type A affects the way CEOs 
approach organizational strategy (Nahavandi, Mizzi, and Malekzadeh, 1992). Type A 
executives see more threats in the environment of their organizations and set chal- 
lenging strategies that still provide them with a sense of control. Furthermore, as 
compared with Type Bs, Type As tend to be poor delegators and generally prefer to 
work alone (Miller, Lack, and Asroff, 1985). They like to maintain control over all 
aspects of their work. The lack of delegation can be damaging to a leader and often 
is considered a major pitfall of management. Furthermore, with the increasing focus 

on cooperation, use of teams, and empowerment as a leadership 





Type As tend to set 
high performance 
goals and have high 
expectations for 
themselves and those 
around them. Such 
high expectations lead 
to faster promotions 
at lower organiza- 
tional levels. When 
taken in a leadership 
context, such high 
expectations can lead 
to high performance 
and ‘high quality, as 
well as to overload and 
burnout when carried 
to an extreme. 


style, the inability to delegate can present an obstacle to successful 
leadership. 

Type As tend to set high performance goals and have high 
expectations for themselves and those around them. Such high 
expectations lead to faster promotions at lower organizational levels 
(Stewart-Belle and Lust, 1999). When taken in a leadership context, 
such high expectations can lead to high performance and high qual- 
ity, as well as to overload and burnout when carried to an extreme. 
Type As, besides having high expectations, do not recognize and 
admit that they are tired. They are hard workers who might not 
understand other people’s less-intense approach to work. Scott 
Rudin, the Hollywood producer we discussed earlier, is at work at 
6:30 A.M. and works at high-speed until late hours of the night, 
expecting his assistants to be there with him all along. Avery Baker, 
senior vice president of marketing at Tommy Hilfiger, and her 
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boyfriend Tony Kruz, managing director at Capital Alliance Partners, are both in high- 
pressure jobs they love that require long hours and extensive travel (each log 400,000 
and 300,000 miles a year respectively; Tischler, 2005). Both sleep only a few hours a 
night as they hop around the globe, not seeing each other for weeks at a time. Gerard 
Mestrallet, the CEO of the French utilities company Suez Lyonnaise des Eaux, is 
obsessed with his company’s performance so much so that he interrupts interviews to 
check on stock prices (Tomlinson, 2000). Carlos Ghosn, CEO of Nissan Motors, recently 
cut back from a 16-hour day to a 14-hour day stating, “I’m saving energy that I need for 
the future ... I’m conscious that what’s important is to be able to last” (Alderman, 
9005: C8). 

One manifestation of the hard-driving Type A behavior in U.S. business is the 
how little vacation time people take. Gian Lombardo, who together with his wife man- 
ufactures luxury luggage, hardly ever takes a vacation or enjoys those he takes. During 
his last one, he spent all his time in his hotel room on his BlackBerry (his wife calls it 
Pearl, his mistress). He admits that he is a “total nutcase” (Conlin, 2007). Tom 
DeMarco, a high-tech consultant, suggests that many companies believe that they are 
“effective only to the extent that all their workers are totally and eternally busy” 
(Anders, 2001: 28). Such an approach pushes employees and managers to take on 
many Type A characteristics. 

As is the case with locus of control, the Type A construct is linked directly to lead- 
ership in only a few studies. The consistency of the findings that Type As like to main- 
tain control, are active and hard working, and tend to be impatient with delays and 
with their coworkers, however, allows us to consider the potential implications for 
leadership. These behaviors are similar to the high energy and motivation that Kirk- 
patrick and Locke (1991) propose as central leadership traits. Type A leaders are likely 
to be intense and demanding, set high performance standards, and be intolerant of 
delays and excuses. They also might find it difficult to delegate tasks or work in a team 
environment. Some recent research suggests that Type As and Bs both prefer working 
in teams made up of others similar to them (Keinan and Koren, 2002). Other research 
indicates that Type As and Bs may be effective in different types of jobs (Rastogi and 
Dave, 2004). Yet, although some Type A characteristics appear to define effective lead- 
ers (such as drive, ambition, and energy), others, such as impatience with delays and a 
tendency to jump into action, are characteristics that do not serve leaders well. One 
recent study found that Type personality is related to depression and lower individual 
performance over time (Watson, 2006). 


Self-Monitoring 
When observing some leaders, we can identify their style and even personality traits 
easily. They seem to be an open book, and their behavior is consistent in many differ- 
ent situations. For example, Herb Kelleher, founder of Southwest Airlines, has a force- 
ful but open style in all settings, whether he is dealing with the Southwest employees 
or stockholders or presenting at a business conference. Similarly, it was never hard for 
anyone to read Michael Eisner, the former CEO of Disney; he was highly aggressive 
and demanding in all settings. Other leaders are harder to read, or their behaviors 
appear to change from one situation to another. 

One reason it might be easy to read some people and establish their style 
but difficult to do so for others is selfmonitoring. Developed by Snyder (1974), the 
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self&monitoring scale identifies the degree to which people are capable of reading and 
using the cues from their environment to determine their behavior. High self-monitors 
(SMs)—individuals who score high on the scale (see Self-Assessment 4-5)—are able to 
read environmental and social cues regarding what is appropriate behavior and use 
those cues to adjust their behaviors. They can present themselves and manage impres- 
sions (Turnley and Bolino, 2001) and are able to mirror and mimic others’ behaviors 
better than low SMs (Estow, Jamieson, and Yates, 2007). Studies also find that high 
SMs are particularly good at getting along with others and even may be more likely to 
emerge as leaders because of their ability to get ahead (Day and Schleicher, 2006) and 
that they may be more adaptive and innovative (Hutchinson and Skinner, 2007). Low 
SMs either do not read the cues or do not use them to change their behavior. For high 
SMs, behavior is likely to be the result of a perception of the environment and is there- 
fore likely to change depending on the situation. Low SMs’ behaviors are more inter- 
nally determined and are likely to appear constant across different situations. This 
internal focus also seems to make them more accurate decision makers regarding per- 
formance ratings and personnel decisions (Jawahar, 2001). 

Many leadership theories rely on the assumptions that leaders (1) have the abil- 
ity to evaluate various situations and (2) can change their behaviors to match the 
requirements of the situation. In that context, being a high SM might become a key 
leadership trait. Being a high SM should help a leader better perceive and analyze a 
situation. Furthermore, given SMs’ higher ability to adjust their behaviors, it is reason- 
able to suggest that, at least in situations that are ambiguous and difficult to read, they 
might be more effective leaders. Some studies support these ideas (e.g., Dobbins et al., 
1990). Researchers have found that high SMs emerge as leaders more frequently than 
do low SMs, leading to the hypothesis that selfmonitoring is a key variable in leader- 
ship and job performance (Day, Schleicher, Unckless, and Hiller, 2002). The concept 
has also been linked to transformational leadership behaviors (discussed in Chapter 6). 
Interesting findings also have emerged regarding the link between Type A and self 
monitoring, as well as the role that gender might play in self-monitoring. 

Several studies looked at the impact of gender, self-monitoring, and Type A 
on conflict management and leadership in organizations (Baron, 1989; Becker, 
Ayman, and Korabik, 1994; Dobbins et al., 1990). The studies indicated the following 
results: 


» High SMs emerge as leaders more often than do low self-monitors. 

» Men emerge as leaders more often than do women. 

>» Type As are in conflict more often than are Type Bs, particularly when dealing with 
their subordinates. 

> High SMs resolve conflicts cooperatively when dealing with their subordinates and 
their supervisors. 

> Women generally report lower levels of conflict with both their subordinates and 
their supervisors. 


» High self-monitoring women are especially sensitive to various organizational cues 
and seem to perceive more conflict. 


Overall, sel&monitoring presents interesting potential applications to leadership, many 
of which remain unexplored (for a discussion of the potential impact of self-monitoring 
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on leadership, see Bedeian and Day, 2004). Little doubt remains, however, that being a 
high SM can be a useful characteristic in helping leaders adjust their behaviors and per- 
haps even in learning new skills. High SMs may be better able to cope with cross-cul- 
tural experiences because such situations are ambiguous and require the ability to 
interpret environmental cues. Similarly, the changing leadership roles are making lead- 
ership situations considerably less routine and more uncertain than they were 20 years 
ago. Modern leaders must deal with diverse cultures and followers’ demands for partic- 
ipation and autonomy, and they also need to understand an increasingly complex 
global environment. Self-monitoring might be a key characteristic in these new tasks. 


Myers-Briggs Type Indicator 

Although the research about its robustness is contradictory, the Myers-Briggs Type 
Indicator (MBTI) is one of the most widely used personality tests in organizations for 
leadership training and team building (Hammonds, 2001). Its primary use has been to 
help teams and work groups understand and capitalize on the individual approaches 
to decision making and in leadership development, in spite of some reservation from 
leadership scholars (Michael, 2003). As an aid to decision making and team building, 
the MBTI enjoys tremendous popularity. The scale classifies individuals along four 
bipolar dimensions that are combined to provide a profile for each person. The first 
two major dimensions, sensing/intuition and thinking/feeling, relate to information 
gathering and information interpretation (Figure 4-4). The other two are percep- 
tion/judgmental (P/J) and extrovert/introvert (E/I; see Self-Assessment 4.6). 

People with different styles approach problem solving and decision making 
differently. Some studies link MBTI to behaviors such as time urgency, academic 
problems, and even the selection of functional areas. For example, most scientists are 
sensation thinkers (STs) or intuitive thinkers (NTs), whereas research and develop- 
ment managers tend to be either sensation feelers (SFs) or intuitive feelers (NFs; for a 
review of behaviors related to MBTI, see Furnham and Stringfield, 1993). People with 
different dominant styles prefer a certain type of information, follow a different time 
orientation, and generally approach problems in different ways. The MBTI is used as a 
leadership training tool in several major leadership training programs, most notably 
in the Center of Creative Leadership (Conger, 1992). The assumption is that individu- 
als with different MBTIT styles are likely to approach their tasks and their groups differ- 
ently. For example, a sensing-thinker (ST) leader is likely to require his or her group 
to seek out and provide facts and figures, and concrete alternatives and solutions. 
Because the feeling (F) dimension is secondary for that leader, focus on interpersonal 
issues is likely to be absent or not a primary factor, which might hinder resolution of 
interpersonal conflict in some situations. An intuitive-feeler (NF) leader will take little 
interest in the group’s factual analysis and is likely to prefer to hear about possibilities 
and creative alternatives to problems. 

Cross-cultural studies point to national differences regarding the MBTI. For 
example, Chinese managers are higher in introversion, sensing, thinking, and judg- 
ment than their European counterparts (Furnham and Stringfield, 1993). The Chinese 
management profile appears to be IST] (introverted—sensor—thinker—judgmental) 
as compared with the Europeans’ EST] (extroverted—sensor—thinker-judgmental). For 
European and Chinese groups, managers’ extroversion is linked to better perfor- 
mance and higher satisfaction. Studies also apply the MBTI to executive leadership 
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Thinking (T) 





Sensation thinkers (ST) Intuitive thinkers (NT) 


Architects of progress and ideas 

See relationships among departments 
Focus on possibilities and analyze objectively 
Change agents 

Responsive to creativity 

Straightforward and open 

Enjoy intellectual activities 

Enjoy problem solving 

Unaware of others’ feelings 

Judge others on intellectual achievements 
Unreasonable expectations 


Establish rules and regulations 

Focus on facts and figures 

Decisive and excellent decision makers 
based on facts 

Persevere on realistic goals 

Focus on effectiveness and efficiency 

Push others to get to the point 

Give and receive concrege rewards 

Impatient with delays 

Jump into action too quickly 

Tense when things don’t go as planned 
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Intuitive feelers (NF) 


Sensation feelers (SF) 


Personal charisma and commitment to others 
Good communicators 

Comfortable with uncertainty and change 
Patient with complications 

Open to ideas and to change 

Relate well to others 

Seek social and personal contact 

Need too much approval from others 

Burn out and need periods of rest 

Have trouble implementing ideas 


Pragmatic and methodical 
Troubleshooters and diplomats 

Good at working the system 
Understand organizations well 
Respond well to concrete ideas 
Predictable and easy to get along with 
Reward outcome rather than effort 
Reluctant to accept change 

Overrely on rules and regulations 
Too much focus on the present 





Feeling (F) 
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Figure 4-4 


Four MBTI Categories. 


(Haley and Stumpf, 1989; Henderson and Nutt, 1980; Nutt, 1986, 1988). In general, 
the findings show that STs are risk averse, whereas SFs tolerate risk better. The MBTI 
seems particularly applicable to upper-echelon research because the strategic domain 
is to a great extent a decision-making environment in which the CEO and top man- 
agement team analyze the environment and make decisions regarding the best strate- 
gies to take advantage of that environment (see Chapter 7 for further discussion of the 
role of CEOs). 

> Overall, the MBTI provides a useful tool for understanding the way individuals 
think and make decisions. Given that how individuals think and how they make 
decisions are imperative to leadership, knowledge of their MBTI score and its related 
behavioral correlates can help people understand their own actions as leaders and 
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help them prepare for areas that might be difficult to undertake. For example, the 
MBTI score can be the basis for the selection of leadership training and development. 
An NF leader, for instance, is less likely to need training on interpersonal relations 
than an ST leader. The NF’s lack of interest in facts and figures and logical problem 
solving, however, can become a major impediment when making a presentation to an 
ST-dominated board of directors. In such a situation, training NF leaders in logical 
problem solving might help them become more effective with some of their con- 
stituents (see Self-Assessment 4-6). 


Machiavellian Personality 

Do you believe that the end justifies the means? Are you skilled at manipulating others 
to get what you want? Are you a ruthless, skilled negotiator? Is gaining and retaining 
power your major concern? If you answer positively to these questions, chances are you 
have some elements of a Machiavellian personality (see Self-Assessment 4-7). The con- 
cept of the Machiavellian personality, developed by Christie and Geis (1970), is based 
loosely on Niccolo Machiavelli’s work The Prince. The Machiavelli (Mach) scale measures 
an individual’s willingness to put self-interests and his or her preferences above the inter- 
ests of the group and the ability to influence and manipulate others for personal gain 
(Jaffe, Nebenzahl, and Gotesdyner, 1989; Panitz, 1989). 

Individuals with a high score on the scale are comfortable using various means to 
achieve their personal goals. A high Mach views human nature cynically, shows few 
scruples, and is willing to step outside the bounds of formal authority. These individu- 
als might lack the honesty and integrity that are requirements of effective leadership. 
They are also more flexible in the type of behavior they use to influence others, relying 
on emotional appeals rather than logic and rational argument (Allen, 1990; Reimers 
and Barbuto, 2002). On the other end of the scale, low Machs tend to be overly naive 
and trusting. Although research has not established clear linkages to leadership, it can 
be assumed that high Machs’ political and manipulation skills allow them to be suc- 
cessful if not effective leaders (Luthans, 1989). Their aim is to promote themselves 
rather than support their followers. Low Machs, on the other hand, might not demon- 
strate enough political savvy and therefore might be unable to provide their group 
with the necessary resources and visibility. 

Neither the high Machs nor low Machs are likely to be effective leaders. High 
Machs are too focused on their personal goals; low Machs are not skilled at the legiti- 
mate influence tactics essential for effective leadership. In general, individuals who are 
medium Machs tend to be the most effective leaders. Such people are good negotia- 
tors and sawy about manipulation of others to reach goals, but they, do not abuse their 
power, and they focus on achieving organizational rather than personal goals. 
Medium Machs are the ones who are capable of being successful and effective. 

As can be expected from a concept that relates to perception and use of power, 
cross-cultural differences exist with regard to Mach scores. For example, Hong Kong 
and People’s Republic of China (PRC) managers score higher on the Mach scale than 
do their U.S. counterparts. It appears that the Chinese are more willing to use social 
power to accomplish their goals (Ralston et al., 1993a, b). This finding fits with the 
concept of high power distance, where authority is broad and respected. 

Our popular press is full of examples of ruthless leaders from the private and 
public sectors, who wheel and deal their way to achieving their goals with considerable 
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disregard for their subordinates. Some are admired for what they can achieve; others 
are simply feared. Several publications prepare regular lists of these tough bosses. In 
many cases, as long as the bottom line is healthy and key constituents, such as the board 
of directors or stockholders, are satisfied, the means used by these leaders are tolerated. 


Narcissism 

We have all worked with people who have an exaggerated need to be the center of 
attention, an oversized sense of selfimportance, and a limited ability to think about 
others. It is difficult enough to deal with such people as colleagues, but working with 
them as supervisors and leaders is another challenge altogether. We call them selfish 
or sel-absorbed; howewer, such behaviors are part of the concept of narcissism, which 
when occurring to an extreme and in a pervasive manner, has been identified as the 
Narcissistic Personality Disorder (NPD; American Psychiatric Association, 2000). 
Some of the characteristics of narcissism are 


» A grandiose sense of selfimportance and exaggeration of one’s achievements and 
talents 

Preoccupation with power and success 

Arrogance 

Indifference to others and self-absorption 

Inability to tolerate criticism and a fragile self-esteem 

Desire to be the center of attention at all times 

Sense of entitlement 

Exploiting others without guilt to achieve goals 

Lack of empathy for others and inability to understand others’ feelings 
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Trouble building meaningful relationships 


Although these characteristics when all present in excess can be the basis of a psycho- 
logical disorder, narcissism has also been used to describe a range of “normal” behav- 
iors (Emons, 1987; Morf and Rhodewalt, 2001; Raskin and Hall, 1979) with possible 
links to and implications for leadership (Popper, 2002; Rosenthal and Pittinsky, 2006). 
Many narcissistic traits are related to characteristics of leaders including desire to have 
power and influence over others and be in a leadership position (see Self-Assessment 
4-8). Several aspects of the construct are part of a healthy and confident sel-esteem, 
whereas others may be related to less-productive aspects of personality. The concept 
has further been linked to Machiavellianism and a subclinical form of psychopathy 
(Paulhus and Williams, 2002). 

Well-known tyrants of history, such as Hitler and Stalin, exhibit strong narcissistic 
tendencies. So do other historical, social, and business leaders including Michael Eisner 
and Scott Rudin, discussed earlier in this chapter, and leaders such as Alexander Hamil- 
ton, Steve Jobs of Apple, and many U.S. and world leaders, including presidents Carter, 
Clinton, and G.W. Bush (Rosenthal and Pittinsky, 2006). Destructive narcissistic leaders 
selfpromote, deceive and manipulate others, respond poorly to criticism and feedback, 
and blame others for their failures (Delbecq, 2001; Rosenthal and Pittinsky, 2006). Their 
apparent high degree of selfconfidence and certainty about their decisions are likely to 
lead to poor decisions and lapses in ethics and personal conduct related to their exag- 
gerated sense of self and entitlement. Several researchers have linked the narcissistic 
arrogance to a deep sense of inferiority (e.g., Zeiger-Hill, 2006) that such leaders are 
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able to mask with sel&promotion and constant attention grabbing. Positive narcissistic 
One of the most negative aspects of narcissism, when it comes to leaders may have an 
leadership, is the lack of empathy for others, which when combined ¢*@ggerated sense of 
with paranoia and a sense of entitlement can lead to dire conse. Sf and entitlement, 


quences (Judge, LePine, and Rich, 2006). 


but they use their self- 
confidence, power, and 


Positive narcissistic leaders may have an exaggerated sense influence to achieve 
of self and entitlement, but they use their self-confidence, power, goals, much the same 
and influence to achieve goals, much the same way a moderate Way a moderate 
Machiavellian would. They can therefore be a positive force for their Machiavellian would. 


group and their organization. Research about narcissism and its links 


They can therefore be 
a positive force for 


to other personality traits and leadership is relatively new. Much of their group and their 
link to leadership has been established in the area of charismatic and organization. 
transformational leadership, a topic we discuss in Chapter 6. 


Each of the preceding individual characteristics and traits plays a role in how 
leaders interact with others or make decisions. Any one trait alone, or even a combi- 
nation, cannot explain or predict leadership effectiveness. These characteristics can 
be useful tools for selfawareness and understanding and as guides to leadership devel- 
opment. Certain characteristics, though, have been found to be detrimental to effec- 


tive leadership. 


Applying What You Learn 


Dealing with Abusive Bosses 


Many of us have been faced with supervisors 
and bosses who appear to have strong narcissis- 
tic characteristics. Here are some suggestions in 
dealing with them. These do not all work and 
different ones work depending on the situation 
and the person you are dealing with: 


¢ Keep your cool; do not react with an 
emotional response; remain professional 
even if the boss is not. You can’t control his 
or her behavior; but you can control your 
reaction. 

® Make sure you clearly understand 
and are able to describe the type of 
behavior you are facing (e.g., too much 
criticism, inaccurate feedback, yelling, 
etc.). 

* Document everything! Keep careful 
notes of incidents. 

® Make sure that your work and 
behavior are impeccable and beyond 
reproach. 


Do not get defensive; respond with 
level-headed comments without taking 
the abuse. 


Seek help from HR if that is available, 
especially if there are legal ramifications 
(e.g., discrimination, sexual harassment, 
or other ethical or legal violations). 


Maintain good working relationships and 
a strong network at work. 

Go up the chain of command as a last 
resort; provide facts and evidence—not 
just emotional reactions. 

Plan an exit strategy; look for another 
position. 

Unless the situation is dangerous, don’t 
make a quick decision about leaving; 
carefully plan for contingencies and 
eventual exit. 


Only you can determine when it’s too 


much; with planning, you can leave on 
your own terms. 
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CHARACTERISTICS OF LEADERS WHO FAIL 


Another way to learn about leaders’ individual characteristics is to evaluate leaders who 


are not successful and who derail. Do they share some common characteristics? Are they 
any different from those who succeed? The Center for Creative Leadership conducted 
research tracking leaders who derail (McCall and Lombardo, 1983), and many anecdo- 
tal accounts report characteristics of leaders who do not succeed (Hymowitz, 1988; 
Nelton, 1997). A book by Barbara Kellerman, the director of the Center for Public Lead- 
ership at Harvard University, suggests that we can learn as much from bad leaders as we 
can from good ones (Kellerman, 9004). Excessive greed and corruption, incompetence, 
rigidity, isolation from gthers, and lack of caring for others are some of the characteris- 
tics of bad leaders. The following are the primary reasons for derailment: 


An abrasive, intimidating style 

Coldness and arrogance 

Untrustworthiness 

Self-centeredness and overly political actions 
Poor communication 

Poor performance 

Inability to delegate 
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As the list indicates, lack of people skills and the inability to manage relationships are 
central causes of failure. Leaders who are good with followers and other constituents 
face a better chance of success. Pam Alexander, the CEO of Ogilvy Public Relations 
Worldwide, a public relations firm that concentrates on building relationships, states, 
“To build trust, invest in your relationships constantly. Don’t sweat the ROI; help peo- 
ple, whether or not they can return the favor. Connect them to appropriate opportu- 
nities whenever you can” (Canabou and Overholt, 2001: 98-102). More and more, 
leaders who rule with an iron fist, exercise power without accountability, and are 
unwilling or unable to allow followers to contribute and develop are rated poorly 
(Joyce, 2005). Other key contributors to leadership failure are organizational factors, 
unrelated to the leader’s style and personality. Organizational climates that tolerate or 
even encourage unethical behavior (e.g., Enron), board of directors who fail to take 
action in time (e.g., Disney), and employees who are scared or prevented from taking 
action all allow the negative characteristics of leaders to affect the whole organization. 
Alan Greenspan, the chairman of the U.S. Federal Reserve, recently observed, “It is 
not that humans have become any more greedy than in generations past. It is that 
avenues to express greed have grown so enormously” (Pink, 2002: 44). 


USING INDIVIDUAL CHARACTERISTICS 


The various individual characteristics presented in this chapter do not allow us to 
develop a clear leadership profile. We still do not know what traits make an effective 
leader, although we recognize some indications about undesirable characteristics. The 
different characteristics are generally independent from one another. In other words, 
an individual might have an internal locus of control, be a Type B, NF, moderate 
Mach, positive narcissist, and high SM. Although certain combinations are intuitively 
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more likely to occur, the scales are not statistically correlated. Research in the area is 
minimal, and it is reasonable to assume that some combinations of traits make certain 
traits and behaviors more salient and dominant. For example, a low SM Type A who 
also happens to be an ST with internal locus of control is likely to have a highly proac- 
tive and aggressive style in many situations. On the other hand, a high SM Type B with 
high scores on the feeling dimension of the MBTT is likely to come across as low ke 
interpersonally oriented, and socially sensitive, especially if the person believes that 
the situation requires such behavior. 

Despite the validity of the constructs presented, it is important to limit the use of 
the scales to the purpose for which they were developed until further research evi- 
dence allows for broader application. The scales are all good self-awareness and self- 
development tools. The issue of self-awareness, through various means, has become an 
important part of leadership training and development (for a detailed presentation 
see Chapter 10). The first step to leadership effectiveness is being aware of one’s 
strengths, weaknesses, and personality characteristics. These characteristics explain in 
part why learning certain new behaviors is harder for some people than for others: 
they are not selection tools and should not be used for promotional or other job- 
related decisions. Several organizations, ranging from Dell to General Electric to Bris. 
tol-Myers and Hewlett-Packard, however, require candidates for top leadershi 
positions to undergo hours of psychological testing, spending upwards of $5000 for 
each evaluation (Daniels, 2001). These companies claim that the results of such tests 
help them pick leaders who fit well with their culture. 

The self-awareness trends in the business sector are leading to the use of 360- 
degree feedback, which allows managers to receive feedback about their behaviors 
style, and performance not only from their bosses but also from their peers and sub. 
ordinates. Although the results are sometimes painful, they are a helpful step in over- 
coming weaknesses. Another self-awareness tool gaining popularity with companies 
such as AT&T and PepsiCo is the use of meditation and self-reflection as a means of 
increasing self-awareness and managing stress (Sherman, 1994). These individual 
tools often are combined with seminars such as Covey’s Seven Habits of Highly Effec- 
tive People, where the focus is on self-mastery and positive thinking. In times of 
change and with increasing pressure on leaders to be flexible, to be creative, and to 
deliver high performance, the push toward better self-knowledge allows for necessa 
self-development. Although it used to be assumed that leaders needed little training, 
the current trend brings continuous improvement down to the individual level. * 


SUMMARY AND CONCLUSION 


This chapter presents the current thinking on the role of traits in leadership effective- 
ness and identifies several individual differences and personality characteristics that 
impact a leader’s style and approach. Although these individual differences do not dic- 
tate behavior, they establish a zone of comfort for certain behaviors and actions. Values 
are long-lasting beliefs about what is worthwhile. They are strongly influenced by culture 
and are one of the determinants of ethical conduct. Intelligence is one of the abilities 
that most affects leadership. Although being intelligent is related to leadership to some 
extent, it is not a sufficient factor to predict effectiveness. On the other hand, research 
suggests that the concept of emotional intelligence, which focuses on interpersonal 
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rather than cognitive abilities, may link to leadership emergence effectiveness. Creativity 
is another ability that might be important in leadership effectiveness, especially in situa- 
tions that require novel approaches. 

One of the most reliable sets of personality traits is called the Big Five. Although 
the conscientiousness and extraversion dimensions in the Big Five show some links to 
work-related behavior, the traits are not linked directly to leadership. Several other 
individual traits do link to leadership. Locus of control is an indicator of the degree to 
which individuals perceive that they have control over the events around them. Indi- 
viduals with internal control are found to be more proactive, more satisfied with their 
work, and less coercive. Type A behavior also deals with issues of control but focuses 
on the need for control as demonstrated through a person’s time urgency, competi- 
tiveness, polyphasic behaviors, and hostility. The Type A’s need for control makes it 
difficult to delegate tasks and pushes the individual toward short-term focus and selec- 
tion of strategies that maximize control. Another relevant personality characteristic, self 
monitoring, is the degree to which individuals read and use situational cues to adjust 
their behavior. High self-monitors possess a degree of flexibility that might be helpful 
in leadership situations. 

One of the most-used personality variables assessments is the MBTI, which 
focuses primarily on the way a person gathers information and uses it to make deci- 
sions. The various MBTI types approach situations differently and focus on different 
factors as leaders. Machiavellianism focuses on the use of social power to achieve 
goals. High Machs are adept at manipulating others to achieve their personal goals. 
The concept is related to the last personality trait we discuss, narcissism. With a 
grandiose and exaggerated sense of self and low concern for others, those with high 
narcissistic characteristics have the potential for being highly destructive leaders, 
although some of the traits associated with the construct are part of leadership. 

All of the concepts discussed in this chapter allow for better self-understanding and 
awareness. Although none is a measure of leadership style, they all relate to many lead- 
ership behaviors, such as delegation and decision making. The measures are well vali- 
dated, but they are not meant to be used for selection or promotion decisions. 
Interestingly, cross-cultural research indicates many differences on the scales in terms of 
gender and national cultures. These differences point to the potential role of culture in 


an individual’s personality characteristics. 
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LEADERSHIP CHALLENGE: USING PSYCHOLOGICAL 
TESTING 


rganizations are ying i ingly y Vv. e 
Org relying mcreasingly on ps chological tests to select, evaluate promot 
> > 


nual a employees and managers. Although many of the tests are reliable and 
: y oF ors are not. Additionally, tests developed in one culture do ] ; 

or have predictive validity in other cultures. However, such tests d ae ie fee 

quick and efficient way to get to know people better. Pah torae 


As a depar i 
partment manager, you are faced with the selection of a new team of 10 mem 


pase aoaitieh ae te ae that the majority of candidates who fit 
B 1an males, while women and minorti 

norities ten 

Scores, particularly on assertiveness and competitiveness ene 


1. How much weight do you give the 
consider? 


2. Who do you select for the team? 


psychological tests? What factors do you need to 
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Leadership in Action: 


exceeded $2.5 billion in 2006 (Van Allen, 
2007). Spiers-Lopez has also influenced 
IKEA’s overall corporate culture. With close 
to a majority of employees being female, 
almost half of the company’s 75 top earners 
are also female; the board of IKEA North 
America has gone from one female member 
to five (Mieser, 2004). 

Spiers-Lopez’s focus gn employees 
stems from her personal values and drive. In 
her mid-forties, she is married to Jason 
Lopez, a high school principal, and they 
have two teenagers. Everyday she faces the 
struggles of balancing her life and career 
and addressing her personal and career 
goals. One of her mentors, Ulf Caap, says 
that she often carries heavier loads than she 
should and that “she has the guts and fire to 
go where few people ever go” (Binzen, 
2004). While she strives to maintain the 


(Continued ) 


balance in her own life, she is driven to 
deliver results beyond her own expectations. 
Her husband and staff remind her to keep 
her balance and take breaks. They make fun 
of her being tireless and pushing herself and 
others too hard (Meiser, 2004). Interest- 
ingly, Spiers-Lopez does not like to make too 
many plans for the future. “We live in com- 
plexity and ambiguity, and J have to be com- 
fortable with that. I think leadership today is 
really about enjoying change.” 


QUESTIONS 


1. What are Spiers-Lopez’s key individual 
characteristics? 

2. What are the factors that contribute to 
her effectiveness? 


Sources: Binzen, P., 2004. “IKEA boss assembles happy staffs,” Philadelphia Inquirer, September 29, 
Fleury, M., 2004. Working Mother magazine award winner. http://www.suite101.com/print_article. 
cfm/3684/110941 (accessed December 10, 2004); Marcus, M., 2007. “Finding the balance: Pernille 
Spiers-Lopez,” Forbes, March 19. http://www.forbes.com/2007/03/19/spiers-lopez-balance-lead- 
careers-worklife07-cx_mlm_0319spierslopez.html (accessed July 20, 2007); Meisler, A., 2004. 
“Success, Scandinavian style,” Workforce Management, August: 26-32; Women’s Leadership Exchange. 
Pernille Spiers-Lopez President, IKEA North America. http://www.womensleadershipexchange. 
com/index.php? pagename=la&sectionkey=17#66; Mendels, P., 2005. “When work hits home,” All 
Business, March 1. http://www.allbusiness.com/human-resources/employee-development-leadership/ 
366999-1 html (accessed July 11, 2007); Van Allen, P., 2007. “IKEA tenets part of the its HQ,” 
Philadelphia Business Journal, January 19. http:/ /www.bizjournals.com/philadelphia/stories / 


2007/01/22/story5.html (accessed July 11, 2007). 








Chapter 


Power and 
Leadership 


Nearly all men can stand adversity, but if you want to test 
a man’s character, give him power. 
—ABRAHAM LINCOLN 


Power tends to corrupt, and absolute power corrupts absolutely. 
—LorD ACTON 


After studying this chapter, you will be able to: 


r 


Define power and its key role in leadership. 
|. Understand the cross-cultural differences in the definitions and use of power. 


[) Identify the individual and organizational sources of power available to leaders and 
describe their consequences for followers and organizations. 


i) Understand the role of power in the leadership and effectiveness of teams. 
. Identify the power sources available to top executives. 
wu Explain the sources of power corruption and present ways to prevent its occurrence. 


- Trace the changes in use of power, the development of empowerment, and explain their 
consequences for leadership. 


Pes and leadership are inseparable. An integral part of the study of leadership is the 
understanding of power and how leaders use it. Power is essential to effective leader- 
ship. Leaders need power to get things done. Without it, they cannot guide their follow- 
ers to achieve their goals. We expect great things from our leaders and provide them with 
wide latitude and power to accomplish goals. Using their power, department heads, 
CEOs, and city mayors can order the layoffs of thousands. They make decisions that 
result in considerable financial and social impact on a wide range of stakeholders. In 
many countries and states, employment-at-will laws allow managers to fire employees 
without much reason or notice. All societies shower their leaders with great privilege. In 
addition to high salaries and other financial incentives (some of the highest in the world 
in the case of U.S. business executives), organizations provide their leaders with many 
benefits, such as company cars and planes, luxurious offices, generous expense accounts, 
and access to subsidized or free housing, just to name a few. 

By and large, we willingly give our leaders power and privileges, even in a culture 
such as the United States, where power distance is relatively low. We understand that 
leaders need power to get things done, but in recent years, the new management 
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philosophies such as teaming and empowerment are leading organizations to question 
the need for centralized and concentrated power. As a result, we are changing the way 
we view power and how leaders use it. Additionally, research concerning the potential 
of power to corrupt indicates the need to consider and use power with caution. 

This chapter examines the various approaches to power and their implications 
for leadership. It presents the sources of power for individuals and groups and dis- 
cusses the potential detriments of excessive and concentrated power. Finally, the chap- 
ter analyzes current views of power in organizations in light of cultural differences and 
the changes in our management philosophies and organizational structures. 


POWER IN OBGANIZATIONS: DEFINITION 
AND CONSEQUENCES 


The terms power, influence, and authority are often used interchangeably. In its most basic 
form, power is the ability of one person to influence others or exercise control over 
them. It also implies some degree of effectiveness. Influence is the power to affect or 
sway the course of an action. The two terms are therefore almost synonymous, although 
influence refers to changing the course of an action or opinion. Clearly, both power and 
influence are not exclusive to leaders and managers. Individuals at all levels inside an 
organization, as well as outsiders to an organization—namely, customers or suppliers— 
can influence the behavior and attitudes of others; they have power. Authority, on the 
other hand, is the power vested in a particular position, such as that of a CEO or hospi- 
tal manager. Therefore, even though people at all levels of an organization may have 
power to influence others, only those holding formal positions have authority. 


Consequences of Using Power 


The reaction to the use of power depends to a great extent on the source and manner 
in which leaders use it. The three most typical reactions to use of power and attempts 
at influencing others are commitment, compliance, and resistance. Commitment hap- 
pens when followers welcome the influence process and accept it as reasonable and 
legitimate. Consider the employees at Zingerman’s Community of Business (ZCoB), a 
group of seven food-related businesses built around a delicatessen and a highly success- 
ful human resource training company, headquartered in Ann Arbor, Michigan. In 2007 
the company was named one of the world’s most democratic workplaces (WorldBlu, 
2007). The founders, Ari Weinzweig and Paul Saginaw, pride themselves on being 
close to their community and customers, offering exceptional quality and building 
strong employee team spirit (Burlingham, 2003). In growing their business, they look 
for people who work with passion and take ownership. Weinzweig explains, “We 
wanted people who had vision of their own. Otherwise whatever we did would be 
mediocre” (Burlingham, 2003: 70). Todd Wickstrom, one of ZCoB’s managing part- 
ners who gave up his own business to join the company, says, “I would have come in as 
a dishwasher to be in this environment. Working here has never felt like a job to me. 
I’m constantly learning about managing, about food, and about myself” (66). 
Another potential reaction to power is compliance. In this case, although follow- 
ers accept the influence process and go along with the request, they do not feel any 
personal acceptance or deep commitment to carry out the order. Subordinates go 


along with their boss simply because they are supposed to. An example would be the 
imposition of unpopular new rules by a school administrator. Because of the adminis- 
trator’s authority, the faculty and staff are required to implement the rules. They, how- 
ever, do so without any personal commitment; they simply comply. 

The third possible reaction to power is resistance. The target in this case does not 
agree with the attempt at influence and either actively or passively resists it. Examples of 
resistance to a leader’s authority abound in our institutions. The most dramatic ones 
occur in the labor-management disputes, when employees who typically either accept 
or comply with management’s requests refuse to do so and take overt or covert action 
against management. The 2004-2005 National Hockey League players’ strike in the 
United States represents such overt action. Another labor dispute occurred between 
the U.S. men’s soccer team, which ranked 11th in the world and was a strong contender 
for the 2006 World Cup, and the U.S. Soccer Federation. The players asked for a dou- 
bling of their salary to bring it up to the level of other players in the world; the federa- 
tion threatened to hire replacement players. The dispute put in jeopardy the United 
States’ chances of playing in Germany in 2006 (Seigel, 2005). Recent strikes by grocery 
workers in several parts of the United States are other illustrations of the resistance 
to power. 

Asa general rule, a leader’s power increases when employees are personally com- 
mitted and accept the leader’s ideas and decisions as is the case in ZCoB. Based on 
Fiedler’ Contigency Theory we reviewed in Chapter 3, power based on simple compli- 
ance, does not increase the leader’s power. Similarly, some research shows that man- 
agers who lead with a firm hand may actually encourage deviant behaviors in their 
employees (Litzky, Eddleston, and Kidder, 2006). In spite of much evidence support- 
ing this assertion, leaders may come to rely excessively on compliance, which, as you 
will read in this chapter, sometimes leads to dire consequences. In understanding the 
sources of power, it is important to evaluate individual factors and organizational ele- 
ments. Power can be drawn from what a person does or is and from the structure of an 
organization. 


Distribution of Power 


Traditional organizations typically concentrate power in a few positions. Authority is 
vested in formal titles, and nonmanagers are given limited power to make decisions. 
Their role is primarily implementing the leaders’ decisions. Despite the vast amount of 
publicity about the use of empowerment and teams and their potential benefits, not 
many organizations around the world rely on such methods. Democracy is even less 
common in business and other types of organizations than it is in political systems 
despite research support regarding its benefits (Harrison and Freeman, 2004). 
Interestingly, even before empowerment and teaming became a business trend in the 
late 1980s, research about the effect of the distribution of power in organizations sug- 
gested that concentrated power can be detrimental to organizational performance 
(Tannenbaum and Cooke, 1974). The more equal the power distribution is throughout 
the organization, the higher the performance of the organization. This research fur- 
ther reinforces the need to distribute power as evenly as possible within organizations. 

One factor to consider in power distribution is culture. Perceptions of power and 
egalitarianism vary widely across cultures and even across genders. For example, 
employees in the United States respond well to managers they like, but Bulgarian 
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employees follow directions when their managers are vested with 
legitimate power or authority (Rahim et al., 2000). Other research 
z suggests that because of cultural factors, such as paternalism, dele- 
personal commitment A d ia ara ee b ecive dns Middl 
and acceptance of gation and power sharing may ot be as effective in some Middle 
the leader’s ideas and Eastern cultures (Pellegrini and Scandura, 2006). Based on research 


A leader’s power 
increases when 
employees feel 


more likely leaders are to hold a high degree of power that subordinates expect them 

to use. In such cultures, the implementation of power sharing is likely to face more 

obstacles than in cultures where subordinates do not rely heavily on their supervisor. 
The following section considers the sources of power for leaders. 


decisions. Leaders, 


however, may come 
to rely excessively on 
simple compliance, 
which sometimes 
leads to dire 
consequences. 


by Hofstede (1997, 2001) and others regarding different cultural 
values in management, the United States tends to be a low to 
medium power distance culture. The differential of power between 
the highest and lowest levels of the organization is not great 
(although the salary differential is one of the highest in the world). 
The lgw power distance allows employees in the United States, and 
in other low power distance cultures such as Australia, to call their 
bosses by their first name, interact with them freely, and express their disagreement 
with them. In such cultures, employees do not expect their managers and leaders to 
know all the answers and accept the fact that leaders, too, can make mistakes (Adler, 
1991; Laurent, 1983). Low power distance further facilitates the implementation of 
participative management and other power-sharing management techniques. 

In cultures with high power distance, employees have limited expectations for par- 
ticipation in decision making and assume leaders to be somewhat infallible (e.g., 
Pelligrini and Scandura, 2006). For example, many Chinese business leaders who oper- 
ate from a variety of locations around the Pacific Rim work within highly authoritarian- 
oriented, family-controlled organizations (Kraar, 1994). These leaders make decisions 
without questions or challenges from followers. Even though their approach is contrary 
to current U.S. thinking about management and leadership, their organizations are suc- 
cessful despite continued reliance on hierarchical structures. Their structure and power 
distribution fit their culture. The Chinese value order, hierarchy, and a clear delineation 
of power. Their organizations function in accordance with those cultural values. 
Likewise, the French, Italians, and Germans expect their managers to provide answers to 
subordinates’ questions and problems (Laurent, 1983). The Eiffel Tower model of orga- 
nizational culture, used by the French as presented by Trompenaars, for example, con- 
centrates power at the top of the organization. French managers report discomfort at 
not knowing who their boss is. They also place less emphasis on delegation of responsi- 
bility (Harris, Moran, and Moran, 2004). The need for a clear hierarchy is likely to make 
it more difficult for the French than for Swedes or North Americans to function in a 
leaderless, self-managed, team environment. 

In other countries such as Japan and Indonesia, people value clear hierarchy and 
authority. Mexican workers may be less comfortable with taking responsibility for 
problem solving (Randolph and Sashkin, 2002). The Mexican culture—with a family 
type of organization culture, its strong paternalistic tradition, and the presence of the 
machismo principle—expects leaders to be strong, decisive, and powerful. Leaders, 
like powerful fathers, must provide answers, support the family, and discipline mem- 
bers who stray (Teagarden, Butler, and Von Glinow, 1992). Workers feel they owe their 
loyalty to their boss or “patron” (Harris et al., 2004). In higher power distance cultures, 
power bases are stable, upward mobility is limited, and few people have access to 
resources (House et al., 2004). The combination of the culture’s power distance and 
its tolerance for uncertainty determines part of the power structure of an organization. 
The higher the power distance is and the lower the tolerance for uncertainty is, the 


SOURCES OF POWER 


Alan Greenspan, who was the chairman of the U.S. Federal Reserve (Fed) from 1987 
to 2006, an unprecedented 19 years, was considered one of the most powerful execu- 
tives in the United States (Bligh and Hess, 2007). As chairman, Greenspan was able to 
set policies to sustain low to moderate economic growth, assuring that the U.S. econ- 
omy expanded but did not overheat, thereby avoiding high inflation. In a 1996 survey 
of 1000 CEOs of the largest U.S. companies, 96 percent wanted him to be reappointed 
as the leader of the Fed (Walsh, 1996). Greenspan held considerable power with 
which to chart the course of the U.S. and world economies. He is a well-known econo- 
mist, a consummate relationship builder, and described as low key and down to earth. 
He stated once that he learned to “mumble with great incoherence” (Church, 1997). 
Greenspan held no executive power, could not implement a single decision, and 
employed only a small staff. Nevertheless, he was powerful and had considerable 
authority. He was able to convince the U.S. president, the Congress, other members of 
the Fed board, and the financial markets that his policies were devoid of politics and 
in the best interests of the United States. Where did Greenspan get his power? He 
relied on individual and organizational sources of power. 


Sources of Power Related to Individuals 


One of the most widely used approaches to understanding the sources of power comes 
from the research by French and Raven (1968). These researchers propose five 
sources of power vested in the individual: legitimate power, reward power, coercive 
power, expert power, and referent power (see Table 5-1 for a summary). 


Table 5-1 French and Raven’s Sources of Individual Power. 


Legitimate power _—_— Based on a person holding a formal position. Others comply because 


they accept the legitimacy of the position of the power holder. 
Based on a person's access to rewards. Others comply because they 
want the rewards the power holder can offer. 


Based on a person’s ability to punish. Others comply because they fear 
punishment. } 


Reward power 


LSD Sain mugen 


Coercive power 


Expert power Based on a person’s expertise, competence, and information in a 


certain area. Others comply because they believe in the power holder’s 
knowledge and competence. 

Based on a person’s attractiveness to and friendship with others. Others = 
comply because they respect and like the power holder. : 


Referent power 
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Sources and Consequences 

The first three sources of individual power—legitimate, reward, and coercive——are 
position powers. Although they are vested in individuals, the individuals’ access to 
them depends on the position they hold. In the case of legitimate power, most man- 
agerial or even supervisory titles in any organization provide the ability to influence 
others. When a legitimate authority source asks them to, subordinates comply with 
requests and implement decisions (Yukl and Falbe, 1991). Alan Greenspan holds con- 
siderable legitimate power, although his power to reward and punish is limited. In 
most cases, offering rewards or threatening punishment is another way managers can 
further convince reluctant subordinates. Managers and executives generally hold all 
three of these sources @f power. 

All three of these sources of individual power depend on the organization that 
grants them, not the person who holds them. Once the access to title, rewards, or pun- 
ishment is taken away by the organization, a leader or individual relying on such 
sources loses power. Because the source of power is related to the individual’s position, 
followers are most likely to react by complying or resisting, as illustrated in Figure 5-1. 
Generally, the harsher the source of power that is used, the less willing subordinates 
will be to comply. 

The last two sources of individual power—expert and referent—are based on the 
person rather than the organization. Access to these two sources of power does not 
depend solely on the organization. In the case of expert power, people may influence 
others because of special expertise, knowledge, information, or skills that others need. 








Figure 5-1 Potential Reactions to Individual Sources of Power. 
Sources of power Potential reactions i 
E 
t 
' 
Coercive power Resistance : 
i 
o> | 
i 
Reward power i 
Legitimate power . o> Compliance : 


Expert power 





Referent power Commitment 
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People listen to the experts, follow their advice, and accept their recommendations. 
Alan Greenspan provides an excellent example of expert power. His knowledge, 
expertise, and an established record of success were the bases of his power. Although 
Greenspan also held legitimate power, in many other cases those with expert power 
might not hold official titles or have any legitimate power. People, however, will bypass 
their manager and their organization’s formal hierarchy and structure to seek help 
from those with the expertise they need. For example, a department’s computer 
expert has power even if she is young and relatively inexperienced. 

Referent power operates in much the same way. Individuals with referent power 
can influence others because they are liked and respected. As with expert power, this 
power does not depend on the position or the organization. The person’s power stems 
from being a role model for others. Greenspan was well liked for his ability to work 
with others. Employees at ZCoB respect Weinzweig and Saginaw for their vision and 
leadership style. The respect and friendship come on top of other considerable 
sources of power. In the cases of expert and referent power, followers welcome the 
influence process and in many cases seek it. As a result, they generally respond with 
commitment and acceptance. The use of expert and referent power also is related to 
higher follower satisfaction and performance (Yukl and Falbe, 1991). 


Using Individual Sources of Power 

Although power and influence are closely related, some research indicates that the 
two can be treated as separate concepts. A leader with power might not be able to 
influence subordinates’ behaviors, or influence can occur without a specific source of 
power. Several researchers, most notably Kipnis and his colleagues (Kipnis, Schmidt, 
and Wilkinson, 1980) and Yuk! along with several others (e.g., Yukl and Falbe, 1990, 
1991), identified various influence tactics. The result of their work is the classification 
of influence tactics into nine categories (Table 5-2). Each tactic relies on one or more 
of the sources of power related to the individual. Each is appropriate in different situ- 
ations and carries the potential for leading to commitment on the part of the person 
being influenced. For example, personal appeal relies on referent power and tends to 
be appropriate when used with colleagues; it is not likely to lead to a high degree of 
commitment. Inspirational appeal, which also relies on referent power, leads to high 
commitment. Rational persuasion relies on expert power and is appropriate to use 
when trying to influence superiors. The commitment tends to be moderate. 

Although leaders must rely on all sources of power to guide and influence their 
followers and others in their organization, they often have to adjust how they use 
power throughout their career. J. P. Kotter, a well-respected writer on issues of leader- 
ship and managerial power, suggests that in the early stages of a manager’s career, the 
manager must develop an adequate base of power (Kotter, 1985). A manager can be 
effective by relying on the various bases of personal power. In particular, young leaders 
must develop a broad network of interpersonal relationships and establish credibility 
through information and expertise. Other means involve becoming visible by volun- 
teering for challenging and high-visibility projects. 

The demonstration of competence and skills is central to the development of 
power in the early stages of a leader’s career. In mid-career, most successful leaders 
already possess some degree of legitimacy through formal titles, along with other status 
symbols that demonstrate their power. Their early efforts are likely to establish their 
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Table 5-2 Using Power: Influence Tactics and Their Consequences. 





Appropriate to Effectiveness and : 

Influence Tactic Power Source Use With... Commitment : 
Rational persuasion Expert and access to Supervisors Moderate : 
information é 

Inspirational appeal Referent Subordinates and — High 5 
colleagues ; 

Consultation All Subordinates and — High b 
colleagues I 

Ingratiation #Referent All levels Moderate t 
Personal appeal Referent Colleagues Moderate f 
Exchange Reward and information Subordinates and Moderate ; 
colleagues : 

Coalition building All Subordinates and — Low i 
colleagues } 

Legitimate tactics Legitimate Subordinates and Low i 
colleagues } 

Pressure Coercive Subordinates Low i 


credibility and competence within a well-developed network of loyal subordinates, 
peers, and bosses (Kotter, 1985). Therefore, leaders in mid-career stage already hold 
considerable power. The challenge at this point is to use the accumulated power wisely 
and ethically to achieve organizational goals and personal benefits. 

Finally, leaders during the late-career stage must learn to let go of power grace- 
fully. By the time they reach retirement age, successful leaders in thriving U.S. public 
and private organizations enjoy considerable power and influence. To use power well 
at this career stage, a leader needs to plan for its orderly transmission to others while 
simultaneously finding new personal sources of power and fulfillment. 


Sources of Power Related to Organizational Structure 


The differences between organizational and individual sources of power are not 
always obvious. The structure of an organization provides sources of power to individ- 
uals and groups over and above those listed in Table 5-1. Although individuals can also 
rely on organizational sources of power, these sources are particularly important for 
teams. Aside from the expertise of their members, teams have access to power in orga- 
nizations mainly because of their control of strategic contingencies. 

The concept of strategic contingencies was originally developed to understand 
the distribution of power across departments (Hickson et al., 1971; Salancik and 
Pfeffer, 1977b); however, it also applies directly to teams. Strategic contingencies sug- 
gest that individuals, teams, or departments gain power based on their ability to address 
issues that are instrumental to reaching organizational goals. For example, if a team 
removes obstacles for others and helps them achieve goals, its leader and members will 
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Individuals, teams, 
or departments 
gain power based 
on their ability to 
address issues that 


accumulate power. Mervyn’s, a California-based retailer, uses spe- 
cial teams that rush into stores in response to management requests 
to solve critical problems quickly. These teams, called SWAT after 
the police fast-response units, consist of highly trained members 
with broad expertise who can deal with crises that could affect the 
organization (Carbonara, 1998). Because of their ability to deal 
with many problems, these teams are highly regarded and hold 
considerable power. Table 5-3 summarizes the four strategic contin- 
gencies that are the basis of organizational sources of power. 


reaching organiza- 
tional goals. 


Coping with Uncertainty 

The first source of power for teams is their ability to help others cope with uncertainty. 
With the increased competition and constant changes in the political and economic 
environments facing many institutions, having information about the changes and 
alternatives for dealing with them is essential to performance. For example, the leader 
and members of a cross-functional team designed to provide an organization with 
market information regarding future products and competitors will gain considerable 
influence by virtue of the fact that others need that information. The team’s product 
or service reduces uncertainty. A case in point is governmental liaison teams and lob- 
byists in the United States in a time of change in the health industry. These groups 
acquire particular power because they help others within the organization reduce or 
manage the uncertainty they face. 

Teams and their leaders can reduce uncertainty through three interrelated meth- 
ods. First, through market research, polls, contact with key constituents, focus groups, 
or reliance on external experts, they obtain information that others need. The second 
method—uncertainty prevention—focuses on the prediction of upcoming changes. 


Table 5-3 Organizational Sources of Power: Strategic Contingencies. 


Coping with 
uncertainty 


Power based on the ability to reduce uncertainty for others. This power 
can be achieved by obtaining information others need, making predictions 
and engaging in forecasting, or by preventing the effect of change on 
others. Others comply because the power holder helps them achieve 
their goals by reducing uncertainty. 


Centrality Power based on being central to how the organization achieves its mission 
and goals. Others comply because what the power holder provides is key 
to organizational activities. 


Dependency Power based on others depending on power holder to get their work 
done. Others comply because they cannot accomplish their goal with- 


out the power holder’s help. 


Substitutability Power based on providing a unique and irreplaceable service or product 
to others. Others comply because they cannot find elsewhere what the 


power holder provides. 


ngnmnnmmen eyeonspanes tte Seen ea eee em ge start ENE BS A EO 


Source: Based on Hickson et al., “A strategic contingencies theory of intra-organizational power,” Administrative 
Science Quarterly 16 (1971): 216-229. 
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For example, a team might research and predict the moves of competitors. Public uni- 
versity administrators rely on their legislative liaison team to predict the mood of the 
legislature regarding funding of universities. Third, a team reduces uncertainty for oth- 
ers through absorption. In this situation, the team takes certain steps to prevent the 
change from affecting other teams or departments. The university administrator with 
information about the legislative mood might try to forestall budget cuts through lob- 
bying. If the cuts happen anyway, various groups within the university might undertake 
less painful internal budget-reduction mechanisms, such as nonreplacement of retiring 
employees, thereby preventing more drastic measures from being imposed by outside 
sources and absorbing uncertainty. Through the use of these three methods, a team 
and its leader can reduce uncertainty for others and thus acquire power. 

Centrality 6 
Another organizational source of power is the centrality to the production or service 
delivery process. This factor relates to how a team’s activities contribute to the mission 
and goals of the organization. Teams closest to the customer, for example, will gain 
power. Members of an executive team who work closely with the CEO of the organiza- 
tion also will gain power via their access to the CEO. For example, the librarian team at 
Highsmith reports directly to the company’s executives—a factor that gives its members 
further power (Buchanan, 1999). Another case in point is the management of diversity 
in organizations. As was presented in Chapter 2, one of the recommendations for the 
successful implementation of diversity plans in organizations involves making diversity 
central to the organization and to the organization’s leaders. The most successful pro- 
grams put the individuals and teams in charge of diversity planning and implementa- 
tion in strategic positions within organizations, reporting directly to the CEO. 


Dependence and Substitutability 
A final structural source of power available to teams and their leaders closely resem- 
bles the reward and expert power of individuals. This source of power depends on the 
extent to which others need a team’s expertise. If employees depend on a team to pro- 
vide them with information and resources, the team’s power will increase. The larger 
the number of departments and individuals who depend on the team, the greater the 
team’s power will be. In addition, if the tasks performed by the team are unique and 
not easily provided by others in the organization and if no substitutes are available, the 
dependence on the team and its power increases. If the team’s collective expertise is 
duplicated in others and its function can be performed easily by another individual or 
group, however, the team will lack the influence necessary to obtain needed resources 
and implement its ideas. For example, despite the widespread use of personal com- 
puters and information technology tools, many individuals still require considerable 
assistance to use technology effectively. This factor allows information technology 
departments to gain power and obtain resources. 

Interestingly, the major complaint from teams in many organizations is their lack 
of power to obtain resources or implement their ideas (Nahavandi and Aranda, 1994). 
In the new organizational structures, team leaders often do not have any of the formal 
powers traditionally assigned to managers. In the best of cases, team members respect 
their leader because’of personal relationships or expertise. These individual sources of 
power, however, do not translate to power in the organization. As a result, many team 





Applying What You Learn 


Using Power Effectively 


Judicious use of power can contribute greatly 
to a leader’s effectiveness. Consider the follow- 
ing guidelines for developing and using power: 


* Be willing to disclose information about 


yourself and admit your weaknesses 
instead of covering them up. This open- 
ness will help you establish a personal 
connection with others. 


Develop your competencies and expertise. 
Expert power is one of the most “powerful” 
sources; no one can take it away from you, 
and it leads to commitment from others. 


Develop good working relationships with 


a broad base of people inside and outside 
of your organization. These professional 
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and personal friendships provide you with 
a wide base of influence. 


Be generous with handing out rewards 
when you have access to them. Not only 
are rewards a source of power, but your 
generosity will help you build other rela- 
tionships that will outlast your access to 
rewards. 


Apply coercive power with great care. As 
others comply with you out of fear, giving 
you short-term compliance, you will lose 
their long-term commitment. 


Make those around you feel powerful. The 
more power you give away and share with 
others, the more powerful you will become. 


leaders express anger and frustration at their lack of ability to get things done 
Recommendations on how to make teams more effective often include making them 
central to the mission of the organization, assigning them to meaningful tasks, and 


providing them with access to decision makers (Kat bach i ; 
Nahavandi and Aranda, 1994). a acer Genre 


Special Power Sources of Top Executives 


Top executives of our institutions hold tremendous power. One obvious source of 
power is the legitimacy of their position. A number of symbols establish and reinforce 
that legitimacy: They have separate executive offices, pictures of past executives han 

in public hallways, they eat in separate dining facilities, and they are able to weadiein 
privacy and distance from other employees (Hardy, 1985; Pfeffer, 1981). Many use 
their powers to benefit their organizations. Dipak Jain, the dean of the Kellogg School 
of Management, has found that “the way to manage your peers—past and future—is 
through a culture of inclusiveness” (Canabou, 2003b). John Wood, one of the 
Microsoft alumn1i and millionaires, is the founder of Room to Read, a notier: rofit 
group that builds schools and libraries in poor countries. He uses his eocGee and 
power to achieve his goal of helping 10 million children become literate b 2010 
(Canabou, 2002). Along with the sources of power we discus : 


sed earlier, top executives 
have four other sources of power: oe 


» Distribution of resources: Top managers, either alone or in consultation with a top 
management team, are responsible for the distribution of resources throughout the 
organization. This access to resources is a key source of power. 
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» Control of decision criteria: A unique power source available to executives is the control 
of decision criteria (Nahavandi and Malekzadeh, 1993a; Pettigrew, 1973). By setting 
the mission, overall strategy, and operational goals of organizations, top executives 
limit other managers’ and employees’ actions. For example, if a city mayor runs his 
or her campaign on the platform of fighting crime and improving education, the 
city’s actions and decisions during that mayor’s term will be influenced by that plat- 
form, Crime reduction will be one of the major criteria used to evaluate alternatives 
and make decisions. For instance, funding requests for increased police training or 
for building a neighborhood park will be evaluated based on the crime-fighting and 
education values of the proposals. If the requests address the decision criteria set by 
the mayor, they stand a better chance of passage, relying on the mayor’s weight 
behind them. If they do not, such proposals might not even be brought up for 
consideratiowe 

» Centrality in organization: Another source of executive power is a top manager’s 
centrality to the organizational structure and information flow (Astley and Sachdeva, 
1984). Whether the organization is a traditional hierarchical pyramid or a web, CEOs 
are strategically placed for access to information and resources. Indeed, new top 
managers often bring with them a group of trusted colleagues who are placed in 
strategic locations throughout the organization to ensure their access to information. 

» Access: Top executives’ access to all levels of the organization assists in building 
alliances that further enhance their power. The most obvious example is the change 
in personnel in Washington with the election of a new president. Similar personnel 
changes occur on different scales in all organizations when a new leader is selected. 
University presidents bring with them several top assistants and create new positions 
to accommodate them. Other members of the top university administration are 
slowly replaced with those selected by the new leader. In the private sector, the 
changes designed to put key people in place are even more drastic and obvious. At 
General Electric, the selection of Immelt (see Leading Change in Chapter 9) to suc- 
ceed Jack Welch as CEO led to the turnover of several top management team mem- 
bers who were contenders for the position. Whether new leaders force out several 
individuals to make room for their own team or whether the individuals leave on 
their own, the outcome of the personnel shuffle is to allow new leaders access to 
trustworthy people and information. 


In addition to their considerable power, top executives are often not accountable for 
their actions. This lack of accountability can lead to abuse and corruption, the topics 
considered next. 


THE DARK SIDE OF POWER: CORRUPTION 


Power allows leaders to influence others and help their team, department, or organiza- 
tion achieve its goals; power is essential to effective leadership. The very nature of lead- 
ing, whether it is a business organization or a social movement, may require disregard 
for norms and possible consequences of violating them (Magee et al., 2005). Behaving 
outside of the norms may be the only way leaders can implement change, but such dis- 
regard can also carry a negative side as evidenced by the situation at Enron, Tyco, and, 
as some would suggest, the G.W. Bush administration. These examples illustrate how 
leaders can defy social convention, established tradition, and even the law. Lord John 
Brown left British Petroleum in disgrace in 2007 partly because his own behavior did 
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not follow the principles that he loudly proclaimed guide his company’s actions 
(Sonnenfeld, 2007). Conrad Black, CEO of Hollinger International, a newspaper com- 
pany, billed $2400 in handbags and the tab for his servants to his company, earning him 
the title of “kleptocrat” (Chandler, 2004). The outlandish compensation of Richard 
Grasso, described at the end of this chapter, is another illustration of the excessive pow- 
ers of top executives. The old adage “power corrupts” continues to be true. Power 
changes people. Some research indicates that when they become leaders, people may 
start thinking of themselves, their work, and others differently, and as a result, change 
their behavior as well (for a review, see Magee et al., 2005). 

The privilege associated with power and leadership has come under scrutiny as 
being at best unnecessary and at worst dysfunctional (Block, 1993), Interestingly, peo- 
ple often have a love-hate relationship with power (Cronin, 1984). Particularly, in the 
United States, framers of the Constitution were particularly wary about concentrating 
power in the hands of one person or one group (Cronin, 1987). Power without 
accountability is blamed for many excesses, ranging from poor decision making and 
financial waste to fraud to sexual harassment. Unchecked power is blamed for two of 
Europe’s biggest financial scandals: the Paris-based Credit Lyonnais in the 1990s and 
the Parmalat case in 2003. Calisto Tanzi, Parmalat’s CEO, was accused of falsifying 
records and embezzling millions of euros. He fled Italy then returned to arrogantly 
and shamelessly admit his involvement, whereas his closest associate Fausto Tonna 
wished journalists and their families “a slow and painful death” (Wylie, 2004b: 34) 
Similarly, in Enron’s, WorldCom’s, and Tyco’s cases in the United 
States, all the legal requirements and checks and balances did not 
prevent executives from abusing their power and avoiding 
accountability for a period of time. The list of managers and top 
executives who were fired in 2004 includes many who either acted 
illegally and unethically or were too arrogant to correct their mis- 
takes (BW: “The fallen managers,” 2005). 

One of the consequences of power, be it legitimate or exces- 
sive and abusive, is to change how individuals view themselves and 
increase the distance between leaders and followers. Power also 
can remove leaders from the inner workings of their organizations. 
Such separation and distance can cause leaders to become unin- 
formed and unrealistic and can lead to unethical decision making. 
The power abusers may become more concerned with maintaining 
their power than with developing followers and achieving organi- 
zational goals. The following sections consider the causes, conse- 
quences, and solutions to abuse of power. 


One of the conse- 


leaders to become 


unethical decision 
making. 


Causes and Processes 


The causes of power corruption stem from personal characteristics of the leaders and 
from organizational factors (see Table 5-4 for a summary) 


Leader Characteristics 

The leadership characteristics that may affect corruption closely relate to the narcissis- 
tic and Machiavellian personality traits we reviewed in Chapter 4. Several researchers 
(e.g., Brown, 1998; Delbecq, 2001; Kets de Vries, 1993) have identified individual 
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Table 5-4 Causes of Corruption. 


Leaders’ Individual Characteristics Organizational Factors 





¢ Organizational culture 
° Hiring practices based on personal relation- = 


* Sense of entitlement ships rather than objective performance : 


¢ Willing to use and exploit others * Short-term oriented reward system 
+ Lack empathy for others; uncaring focused on limited criteria 


¢ Disinhibition, viciousness and ruthlessness 


* Inflated view of self; arrogant and controlling 
+ Rigid and inflexible 


* Centralized organizational structure 
* High uncertainty and chaos 
* Highly unequal power distribution 


° Overly concerned with’ power 
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Sources: N. Brown, The Destructive Narcissistic Pattern (Westport: Praeger, 1998); A. Delbecq, “ ‘Evil’ manifested 

in destructive individual behavior: A senior leadership challenge,” Journal of Management Inquiry 10 (2001): 
991-226; and M. F. R. Kets de Vries, Leaders, Fools, and Imposters: Essays on the Psychology of Leadership (San Francisco: 
Jossey-Bass, 1993). 


characteristics of leaders that make them likely to abuse power. These managers are 
called “evil” (Delbecq, 2001) or destructive narcissists (Brown, 1998). Often bright, 
but with an inflated view of themselves, they are highly controlling, rigid, power hun- 
gry, and ruthless. They work well with supervisors and impress them, but they are 
uncaring and vicious with their subordinates. Their sense of entitlement and their 
belief that they deserve special treatment (Lubin, 2002) allow them to easily abuse 
their power and their followers. Such behavior can bring devastation to their organi- 
zation by terrifying their colleagues through ruthless and assured retribution and 
destruction of trust and collegiality. Their world is divided into those who agree with 
them and the rest, whom they view with excessive suspicion and even paranoia. Those 
who are on their side are supported, at least temporarily; those who are not are deni- 
grated, ridiculed, and eventually moved out. 

Unfortunately, these types of managers are often able to climb the corporate lad- 
der because others see their self-confidence as evidence of ability (Lubin, 2002). Once 
in power, they maintain their power by surrounding themselves with weak followers, 
ruthlessly attacking those who disagree with them and managing their superiors so 
that they can continue their quest for power. Classic cases of evil, or destructive, 
narcissistic leaders include Al Dunlap (nicknamed “Chainsaw Al’), who ruthlessly cut 
jobs and abused followers in one job after another until he was fired as CEO of 
Sunbeam Corp. Philip Agee is another case. As CEO of Morrison Knudson (MK), he 
not only abused and fired employees based on personal animosity, but is also accused 
of using company funds for his personal gain. When he was finally fired after much 
manipulation of board members, the company employees cheered in the parking lot 
(Lubin, 2002). 

Other research about changes that happen to people when they gain access to 
power focuses on the experience of power and its psychological effects rather than on 
personality of the individuals (Magee et al., 2005). For example, some studies by Galinski 
and his colleagues suggest that having power makes people more action oriented (2003). 
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Others found that males who are already likely to sexually harass others are more likely to 
do so when given power. A Review by Magee and his colleagues (2005) provides evidence 
that those who are given power lose their ability to empathize with others and to see oth- 
ers’ perspectives and that they are more likely to take credit for their followers’ success. 
Similarly, members of majority groups with more power are more likely to negatively 
stereotype those in the minority (Keltner and Robinson, 1996). 

Whether related to the personality of the power holder or because of general 
psychological impact of having power, there is a tendency for those who have power to 
behave differently than those who do not. 


Organizational Factors 

A person’s individual characteristics may make him or her more willing to abuse 
power, but a person can only do so when the organization allows it. The most impor- 
tant determinant of power abuse is the culture of an organization. What is tolerated 
accepted, encouraged, and rewarded determines whether a destructive leader can sar 
vive. Hiring practices, the characteristics and style of upper management, and the 
focus on short-term financial performance all contribute to allowing a destructive 
leader to last and even flourish. The more centralized and concentrated the power 
and hierarchy and the more closed the communication within an organization, the 
less likely that power abuses will be noticed or reported, further perpeniacie the 
abuse. Centralized structures create distance between leaders and followers, allow 
them to make decisions without consultation and input, and may isolate the leader 
from others. Closed communication networks further reinforce the isolation and pre- 
vent followers from reporting abuses of power easily. Additionally, organizations where 
power is concentrated in the hands of few and organizations that face uncertainty and 
chaos provide fertile grounds for power abuse (Hodson, Roscigno, Lopez, 2006). 
When power is unequal or when there is high uncertainty, rules are unclear, allowing 
for more abuse to take place or to go unnoticed. 


Corruption Cycle 


Individual leader characteristics and organizational factors combine to create a cor- 
ruption cycle described in Figure 5-2. The leader’s increasing power, real or perceived 
to act without accountability and with impunity leads to followers’ compliance. In 
some cases, subordinates may follow leaders because of personal commitment and 
acceptance of their decisions, or they might truly respect their leaders’ expertise. In 
other cases, compliance simply comes from fear of retribution or the desire to obtain 
resources and rewards from the leader (Prendergast, 1993). The subordinates’ con- 
tinued compliance can cause leaders to believe that their actions and decisions are 
always correct, thus reinforcing their inflated view of themselves. 

The power, the compliance, and the physical and psychological distance between 
leaders and followers all contribute to the development of leaders’ inflated views of 
themselves. By virtue of the hierarchical structure of many organizations, powerhold- 
ers are separated from those they lead. Based on psychological effects of power, lead- 
ers may have the tendency to devalue their subordinates. Both of these can contribute 
to the corruption cycle. Even though the press and public appears to value leaders 
such as Meg Whitman of eBay, who works in a cubicle and often takes commercial 
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flights instead of flying the corporate jet (Dillon, 2004), and despite changes made in 
many organizations, leaders still occupy offices on separate floors, park their cars in 
reserved areas, eat in executive dining rooms, and spend a great deal of their time with 
other power holders. All these symbols of power increase the legitimacy of leaders. 
The distance and separation can be justified based on the need to protect the leaders’ 
valuable time and to allow them access to other powerholders with whom they need to 
work to make decisions. These symbols, however, can also corrupt leaders by providing 
them with an overly inflated view of themselves. 

From fear, desire to ingratiate themselves, or simple weakness and incompetence, 
subordinates often submit to the leader’s whim and adopt flattery as a means of influ- 
encing their leader concerning their ideas or for obtaining the personal or departmen- 
tal resources that they need. Few dare argue or disagree with the leader. Even when 
they express disagreement, they do so in the softest, most roundabout ways, after prais- 
ing the leader’s ideas and painstakingly recognizing that the leaders are correct. Most 
of us have witnessed or even been party to such political behavior, which is considered 
essential to obtaining needed resources. Such flattery, however, can further feed into a 
potentially destructive leader’s sense of self-importance and entitlement reinforcing 
their devaluation of followers and creating a self-fulfilling prophecy. 

Consider the case of Donald Carty, former CEO of American Airlines. While his 
company was experiencing serious financial trouble in early 2000, seeking $410-million 
help from the U.S. Congress, he successfully convinced union members and other 
employees to agree to considerable cuts in pay, benefits, and jobs worth $1.8 billion. 
Carty conveniently never informed union leaders that airline executives had already 
assigned themselves lucrative bonuses for the same period (Zellner, 2003). As the 
union concessions were becoming final, the executive bonuses were revealed, throwing 
months of painstaking negotiation off course (Meyerson, 2003). Company executives 
attempted to delay the required announcement of their bonuses until the unions for- 
mally approved the concessions, but miscalculated their timing. Under public outrage, 
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Carty recalled a few of the bonuses, but he protected most of the pension funds for 
executives. His deception eventually cost him his job in April 2003. 

Another example of blatant abuse because of power without accountability is 
Richard Scrushy, former CEO of HealthSouth Corporation, a multibillion-dollar health- 
care company, who was famous for wielding tremendous power while in office. He intim- 
idated his employees, going as far as sending them out of meetings if he did not like 
their clothing (Jones, 1998). He was ousted when accused of a $2.7-billion accounting 
fraud along with perjury, obstruction of justice, money laundering, and wire and securi- 
ties fraud (Ryerson-Cruz, 2004). With more HealthSouth executives indicted for fraud, 
Scrushy’s successor, Jay Grinney, CEO since 2004, states that the company was “managed 
from the top down” and that “those days are over” (Reyerson-Cruz, 2004). 


Consequences of Corruption 


The excessive power and accompanying corruption of leaders can lead to serious con- 
sequences for an organization. The first and most common consequence is poor deci- 
sion making. Leaders’ lack of relevant information because of their distance from oth- 
ers in the organization puts them in the danger of poor decision making. Employees 
filter information, avoid giving bad news, and hide their mistakes, providing an overly 
rosy picture of the organization. As a result, leaders lose touch with their organization 
and its customers. Because of the compliance of followers, leaders might see their fol- 
lowers as dependent and incapable of autonomous behavior and decisions. Leaders 
then come to see themselves as the source of all events in the organization and conse- 
quently might rely less on persuasion and more on coercive methods to get followers 
to comply. These processes are supported further by a general devaluation and deni- 
gration of followers. 

Leaders come to see their subordinates as less than competent and therefore 
unable to function without the leader’s strong guidance. This devaluation of followers 
carries a potential for a self-fulfilling prophecy. The leader continues to maintain total 
control, not allowing followers’ input into decisions. The followers comply and 
encourage such behavior, further proving to the leader the futility of power sharing. 
The leader sees such compliance as evidence of subordinates’ weakness and incompe- 
tence, thereby centralizing decision making even further. This self-fulfilling prophecy 
can become a major obstacle in the successful implementation of various organiza- 
tional initiatives. 

The development of a separate sense of morality based on all the other factors 
allows the leaders to easily fall into unethical decision making and actions. Such lead- 
ers come to believe that regular rules simply do not apply to them. Scrushy’s and 
Carty’s actions, as well as in those of many other executives who lie and steal from their 
company, are examples of such situations. Tyco’s executives firmly believed that their 
outrageous salaries and bonuses were fully justified. The former CEO L. Dennis 
Kozlowski, currently on trial for stealing and hiding unauthorized bonuses, forgiving 
loans to himself, and earning $430 million by inappropriately inflating Tyco’s stock, 
justified his behavior: “I worked my butt off and it was all based on my performance in 
Tyco’s long-established pay-for-performance culture” (Maull, 2005: D5). Leaders who 
are caught in the corruption cycle become poor role models and lose their credibility 
and their ability to be effective in the long run. Amiable negotiation and win-win 
Strategies to resolve conflict and disagreements are replaced with executive fiats 
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and intolerance of diverse opinions. This negative shift, in turn, leads to further bad 
decisions, to follower resistance and reactance, and to followers’ unwillingness to take 
any risks. The power-corruption cycle, if not stopped, feeds on itself and can lead to 
dire consequences for any organization. 


Solutions 


Preventing corruption requires addressing both the leadership and organizational fac- 
tors. Identifying individuals with a propensity for power abuse early is one obvious solu- 
tion; however, it is not always possible or feasible. There are no magic formulas that will 
prevent the rise of destructive managers and power abuses; the following factors can help: 


» Accountability Leaders who know that they will be held accountable for their actions are 
much more likely to consider the consequences of their actions and act thoughtfully. 
Although many mechanisms are in place to monitor the behavior of leaders in for- 
profit, not-for-profit, and governmental organizations, these mechanisms need be 
implemented to hold leaders accountable. Maintaining checks and balances in the 
public sector and reinforcing the power of board of governors and directors in other 
organizations so that they can be independent from the leader are necessary steps 
towards holding leaders accountable (Colvin, 2007). 


» Encouraging open and broad communication and feedback. The more followers and 
others are able to provide feedback both to the leader and to other powerful 
members of the organization, the more likely it is that destructive leaders will be 
detected and power abuses stopped. A recent study suggests that the presence of 
intranets and other technology-based communication tool encourages flexible 
control and empowerment equalizing power in an organization (Denton, 2007). 
Additionally, open communication and transparency regarding financial informa- 
tion further increases the leader’s accountability (Welch and Welch, 2007). 


» Involving the leader in day-to-day activities. The closer the leader is to the day-to-day 
activities of followers and to the organization’s customers, the less likely is leader 
corruption (Block, 1993; Prendergast, 1993). 


» Reducing the followers’ dependency on the leader. The more independent the followers 
are, the less likely they are to contribute—intentionally or unintentionally—to the 
corruption cycle. Ifa person’s pay, promotion, and career depend entirely on the 
manager’s subjective opinion and rating, a person is more likely to comply with that 
manager (Prendergast, 1993). 

» Using objective measures of performance. Instituting objective measures of performance, 
either through precise measurement or based on direct feedback from relevant con- 
stituents, is one way to curtail the excessive power of the leader and ensure proper 
and accurate flow of information. The subordinate can act for the benefit of the 
customers with feedback from them, rather than for the benefit of the boss. 

» Involving outsiders in decision making. By opening up the decision-making process to 
outsiders, an organization can get an objective view and prevent inbreeding. Out- 
siders can bring a fresh perspective that can break the corruption cycle. For example, 
the presence of outsiders on a company board of directors contributes to keeping 
executive salaries more in line with company performance (Conyon and Peck, 1998). 


» Changing and monitoring the organizational culture. The most difficult and most effective 
solution to preventing power corruption is a change in the culture and structure of 
organizations (Delbecq, 2001). The change should focus on performance, productiy- 
ity, and customer service rather than on satisfying the leaders. 


CHAPTER 5 Power and Leadership 
The new CEO of American Airlines, Gerard Arpey, provides an example of the chal- 
lenge of correcting power abuses by attempting to change the culture while trying to 
maintain the organization intact (Flint, 2006). After Carty’s departure, among its other 
challenges, the new management desperately needed to rebuild badly eroded trust. 
Arpey’s approach, called “working together,” is simple and focuses on rebuilding the 
culture based on openness and participation (Cameron, 2007). He explains, “I think 
you will make better decisions and execute better on those decisions if you involve the 
people who actually do the work . . . the process of listening to each other can’t help 
but lead to better outcomes, no matter which way you go” (Tahmincioglu, 2004). Arpey 
has made particular efforts to build bridges with labor groups. He states, “If you even 
allow yourself or your management to identify labor as the problem, you are not only 
wrong, you also cause everyone else to wait for the solution” (Flint, 2006: 41). He has 
implemented the new culture by getting to know employees and managers, instituting 
an open-door policy with union leaders and seeking their advice, promptly returning 
phone calls, turning down a raise, and agreeing to an initial $110,000 annual salary. 
Other culture-building mechanisms include use of innovative human resource man- 
agement techniques and joint decision making through “Joint Leadership Teams” 
(Tahmincioglu, 2004). In spite of all these actions and the fact that the airline showed 
a profit in 2006, problems are not yet over. Anger over high executive pay and bonuses 
resurfaced in 2007, evidence of the difficulty of changing the culture of an organization 
(Cameron, 2007). Grinney, the new CEO of HealthSouth, is taking similar actions to 
open up the culture and rebuild trust. He says, “Paying up the sins of the past is a 
process” (BW: “The cleanup crew,” 2005: 72). 

Partly because of many abuses of power and partly because of philosophical and 
structural organization changes, the face of power is changing in many of today’s 
organizations. 


EMPOWERMENT: THE CHANGING FACE OF POWER 


One of the major forces for cultural and structural changes in organizations comes 
from the empowerment movement. Empowerment involves sharing power with subor- 
dinates and pushing decision making and implementation power to the lowest possi- 
ble level. Its goal is to increase the power and autonomy of all employees in organiza- 
tions, Its roots lie in perceptions of Japanese management, the quality circle efforts of 
the 1970s and the quality of work life (QWL) approach (Lawler and Mohrman, 1987), 
and the psychological concept of self-efficacy (Bandura, 1977). The underlying theme 
of empowerment is the giving away to and sharing of power with those who need it to 
perform their job functions. Such power sharing provides people with a belief in their 
abilities and enhances their sense of effectiveness. Research on the distribution of 
power (Tannenbaum and Cooke, 1974) and anecdotal and case evidence (Bennis and 
Nanus, 1985; Block, 1987) strongly suggest that equal power sharing contributes to an 
organization’s effectiveness. 

Empowerment of employees can be a powerful motivational tool because it pro- 
vides them with control and a sense of accomplishment. Business organizations of all 
sizes, organizations in the nonprofit sector as well as schools and governmental agen- 
cies have all implemented various aspects of empowerment (for examples, see Klidas, 
van den Berg, and Wilderom, 2007; Marshall, Talbott, and Bukovinsky, 2006; Silver, 
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Randolph, and Seibert, 2006). Keys to empowerment are giving employees control 
over how they perform their work and over their work environment and building a 
sense of self-efficacy or competence by providing them with opportunities to succeed. 
Additionally, encouraging participation in goal setting helps followers internalize the 
goals and builds commitment to them, an important factor in producing a feeling of 
empowerment (Menon, 2001). The continued emphasis on teams, flexibility, and 
quick response to environmental change further make empowerment an effective tool 
for organizations (Callanan, 2004). 

When Linda Ellerbee, television reporter and CEO of Lucky Duck Productions, 
an award-winning television production company, learned of her cancer diagnosis, she 
gave up the reins of hesscompany to her employees. Although she previously involved 
herself in every aspect of her company, she found out that “I had hired really good 
people who were good at their job, and what they needed was for me to get out of their 
way. The company continued to thrive in my absence. I never tried to micromanage 
again” (Ellerbee, 1999: 81). 


Steps to Empowerment 


Once managers and leaders decide to adopt and implement empowerment as a man- 
agement technique, they must adjust the culture and structure of their organization. 
Many managers talk about empowerment, but few fully accept the concept and imple- 
ment it completely. Several leadership and organizational steps must be taken to 
implement empowerment (Table 5-5). 


The Leadership Factors 

The style of leadership potentially creates considerable impact on followers’ percep- 
tion of being empowered and on how effective teams can be (Ozaralli, 2003; 
Srivastava, Bartol, and Lock, 2006). When empowering employees, the role of the 
leader is to provide a supportive and trusting atmosphere that encourages followers to 
share ideas, participate in decision making, collaborate with one another, and take 
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believe in the empowerment process. They must encourage experimentation and 
tolerate mistakes. Leaders can further encourage an atmosphere of openness by 
increasing their informal interaction with subordinates in and out of the workplace. 

High work and productivity standards, clarification of organizational missions 
and goals, and clear and equitable rewards for proper behaviors and proper produc- 
tivity outcomes must accompany the positive atmosphere the leader creates. 
Empowerment does not mean a lack of performance or standards. Rather, it involves 
providing employees with many opportunities to set high goals, seeking out resources 
they need, supporting them in their decisions and actions, and rewarding them when 
the goals are achieved. The leader needs to convey high expectations and express con- 
fidence in the followers’ ability to deliver high performance. 

Roy Vagelos, CEO of Merck, a drug manufacturer, insisted on the impossible 
when he set out to eradicate river blindness, a disease that had long gone without a 
cure. The price of the project was an apparently unmanageable $200 million for a drug 
whose customers were unlikely to be able to afford it. Vagelos forged ahead and con- 
tinued to expect that the project would succeed. His high expectations paid off when 
the drug was developed and distributed to reach 19 million people (Labarre, 1998). 


The Organizational Factors 

In addition to the leader’s role in empowerment, the organization also needs to take 
steps to empower employees (see Table 5-5). First and foremost, the structure of the orga- 
nization must encourage power sharing by breaking down formal and rigid hierarchies 
and by decentralizing decision making (Menon and Hartmann, 2002). It is difficult for a 
leader to empower employees to make decisions when the organizational structure does 
not recognize the empowerment. The traditional lines of authority and responsibility do 
not lend themselves well to the empowerment process, so before new , 

: : ice _ In order to empower 
techniques can be implemented, organizations must evaluate their people, the structure 
structure with an eye for removing bureaucratic barriers. In many of the organization 
cases, the physical office space must be changed to accommodate the must encourage 
new way people will be working. Formal offices and cubicles indicate Power sharing by 


risks. Allowing employees closest to the customer to make decisions is crucial. The 
leader can achieve empowerment through various means, such as role modeling, 
openness to others, and enthusiasm. Leaders who want to implement empowerment 
successfully must “walk the talk,” be aware of their verbal and nonverbal signals, and 


hierarchy and individual work, so encouraging interaction will require Pirate downiocmal 
: oUF ; and rigid hierarchies 

a different work space that promotes flexibility and cooperation. ang by decentralizing 

Several organizations found that changing their office layout was the decision making. 

key to better performance (Goldstein, 2000). 

Another organizational step is the selection of leaders and employees who are 
willing to share power. The change in structure and empowerment can be difficult for 
leaders and followers who are not comfortable with such a process (Frey, 1993). Along 
with proper selection, appropriate training can introduce the new behaviors of collab- 

oration, encouragement, participation, and openness. Washington Mutual Inc. 
* Decentralized structure é (WaMu) is an unusual bank that prides itself on delivering superior service to regular 
i customers. CEO Kerry Killinger wants to reinvent how people think about banking 
and enjoys considerable financial success in doing so (Tischler, 2003). Deanna 


Table 5-5 Leadership and Organizational Factors in Empowerment. 


Leadership Factors Organizational Factors 





* Creating a positive emotional atmosphere 
* Setting high performance standards e Appropriate selection and training of 


¢ Encouraging initiative and responsibility leaders and employees 


* Rewarding openly and personally + Removing bureaucratic constraints i Oppenheimer, president of WaMu’s banking and financial group, attributes the suc- 
* + Practicing equity and collaboration * Rewarding empowering behaviours cess of the company to allowing branches local independence to serve their cus- 
* Expressing confidence in subordinates * Careful monitoring and measurement tomers. She further believes that WaMu’s practice of hiring employees with retail 


° Fair and open organizational policies rather than banking experience and encouraging them to care about the customer, be 


fair and dynamic, and come up with new ideas helps the organization remain creative 
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Leading Change Sharing Power 
and Reaping Profits 


“As long as we know what each member of staff agrees to deliver in a period 
of time, their working hours or where they work are no longer important” 
(Glamoran, 2006). Such a statement is typical of Ricardo Semler, CEO of 
Semco, a Brazilian company that produces marine and food processing 
equipment. He is used to being called a maverick. He actually wrote a book 
on the topic (Semler, 1993). One of the early proponents of open-book man- 
agement, a method based on sharing financial information with employees 
and training them to interpret and use it to set and achieve performance 
goals, Semler believes in sharing information and power. He proposes that 
people who make far-reaching and complex decisions in their own lives every 
day are fully capable of managing themselves at work. He believes, “Freedom 
is the prime driver of performance” (Shinn, 2004: 18). He also believes that 
even though most people want democracy as a political system, most organiza- 
tions do not run democratically. At Semco, employees not only pick the color 
of their uniforms and their work hours, but also vote on adopting new prod- 
ucts and undertaking new ventures. Semler states, “At Semco, employees 
decide where they work and what needs to be done” (Fisher, 2005). The com- 
pany has set up hammocks in offices to allow employees to relax, so that they 
can be more creative. Employees can also take sabbaticals and “Retire-A-Little” 
time, where they can take time off to do what they would do when they retire. 

All the freedom and participation are coupled with high performance 
expectations. Employees who cannot work in the culture or who do not per- 
form do not survive. The company has grown 900 percent under Semler’s 
leadership, is either number one or number two in all the markets in which 
it competes, and has grown 27.5 percent a year for 14 years (Fisher, 2005). 
Semler succeeded in creating a culture where performance matters and peo- 
ple have freedom to do what they think is right and have the power to do it 
without asking their boss, He suggests that his management philosophy is not 
easy to implement everywhere because of two lacking elements: “One, the 
people in charge wanting to give up control. This tends to eliminate some 
80 percent of businesspeople. Two, a profound belief that humankind will 
work toward its best version, given freedom; that would eliminate the other 
20 percent” (Fisher, 2005). Both these elements make empowerment possi- 
ble at Semco. 


Sources: Colvin, G., 2001a. “The anti-control freak,” Fortune, November 26: 60; 

Fisher, L. M., 2005. “Ricardo Semler won’t take control,” Strategy and Business, Winter. 
http://www.strategy-business.com/media/file/sb41_05408.pdf (accessed July 13, 
2007); Glamorgan University international business speaker, September 2, 2006. 
http://news,glam.ac.uk/news/2006/sep/07/international-business-speaker- 
glamorgan/ (accessed June 23, 2007); Shinn, S., 2004. “The Maverick CEO,” 

BizEd, January/February: 16~21. 
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(Tischler, 2003). A similar employee- and customer-focused approach is used by 
WaMu to focus on cultural diversity (Forsythe, 2005). 

Setting high standards is a requirement for success of empowerment. Equally 
necessary, however, is the ability to monitor and measure performance and improve- 
ment. McDonald’s, like many other retailers, has implemented elements of empower- 
ment to engage and motivate employees with the belief that such programs improve 
morale of the frontline and the quality of service they deliver to customers. To keep 
track of its efforts and monitor performance, in addition to regular profit and quality 
measures, the company uses employee surveys and welcomes outsiders who are inter- 
ested in studying its operations, thereby allowing itself to get feedback about climate 
and performance (Blundell, 2007). 

Finally, just as leaders have to “walk the empowerment talk,” so do organizations, 
by implementing appropriate reward structures and fair policies that allow for experi- 
mentation, initiative, making mistakes, and collaboration. Intense focus on the short- 
term financial outcomes can be deadly to an empowerment process that needs time to 
take hold. One of the ways organizations can start the process of empowerment is by 
recognizing and identifying the potential blocks to empowerment. Some consultants 
and academics even recommend that organizations and employees be encouraged to 
reject authority outright. Overall, empowering employees requires sharing informa- 
tion, creating autonomy, and holding employees accountable (Seibert, Silver, and 
Randolph, 2004). 


Impact of Empowerment 


Empowering employees is a difficult process, but it continues to be recognized as a key 
factor in today’s new structures and a requirement for leaders (Harrison and Freeman, 
2004). Leaders in large and small organizations are encouraged to give up power to 
their followers and rely on democratic practices. Many case examples and anecdotes 
illustrate that empowerment can be a motivational tool and lead to increased perfor- 
mance. It might even be that empowerment (or its opposite, too much control) can 
create a self-fulfilling prophecy (Davis, Schoorman, and Donaldson, 1997). On the one 
hand, the less a leader controls employees, the more likely they are to accept control 
and responsibility. On the other hand, increased control can cause followers to become 
passive and, in the extreme, can lead to corruption. The idea of self-leadership, dis- 
cussed in Chapter 7, is partially based on the concept of empowerment. 

There appears to be a resurgence in interest in empowerment, with many recent 
studies evaluating its impact, application, and effectiveness in a number of settings both 
in the United States and in others countries (e.g., Bording, Bartram, and Casimir, 2007; 
Singh, 2006). Despite the reported positive benefits of empowerment, however, research 
on the subject remains relatively scarce and mixed. Research conducted on the benefits 
for high-involvement organizations that use empowerment and employee participation 
to various degrees is increasing, but still includes few director empirical tests (Konrad, 
2006; Lawler, Mohrman, and Ledford, 1995). Nevertheless, despite the many obstacles 
and difficulties and the limited empirical evidence, empowerment is a permanent fea- 
ture of many organizations in the United States and many other Western countries 
(Randolph and Sashkin, 2002). When applied well and in culturally compatible institu- 
tions, empowerment can powerfully affect a leader’s and an organization’s effectiveness. 
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SUMMARY AND CONCLUSIONS 


This chapter focuses on the link between power and leadership. A leader’s power to 
influence others is the key to achieving goals and to being effective. In this influence 
process, a leader accesses a number of personal and organizational sources of power. 
The more leaders rely on power sources vested in themselves, the more likely it is that 
subordinates will be committed to the leader’s decisions and actions. Reliance on 
organizational sources of power, such as legitimacy, reward, or punishment, at best 
leads to temporary employee commitment and at worst to resentment and resistance. 
Given the increasing use of teams in many organizations, it is also important for teams 
and their leaders to develop sources of power by coping with uncertainty, becoming 
central to their orgarffzation’s mission and goals, and providing unique products or 
services that make them indispensable to others in their organization. 

Although power is necessary in order to accomplish organizational goals, power 
also leads to many potential negative effects. Excessive power can cause leaders to 
develop inflated views of themselves due to compliance of the followers, flattery and 
compliments, the separation of leaders from their subordinates, and their access to 
too many resources without much accountability. In addition to the ethical conse- 
quences, such excessive power also can lead to poor decision making, reliance on 
authoritarian leadership, poor information flow, adversarial interactions, and ulti- 
mately, subordinate reactance and resistance. 

The face of power is changing in many organizations. The key aspect of this 
change is the sharing of power to allow subordinates to participate in decision making, 
thereby leading to higher-quality decisions and subordinates’ sense of accomplish- 
ment. This empowerment movement already includes many successes. It depends on 
the leader and the organization creating a positive atmosphere in which structures are 
decentralized and employees are encouraged to experiment and innovate; employees 
also must be well trained and supported. In addition, high performance standards 
need to be set, with rewards tied clearly and fairly to performance. Despite the bad 
press the abuse of power received recently, the proper application of power in organi- 
zations is essential to a leader’s effectiveness. As part of the process of influencing oth- 
ers, power is at the core of the leadership interaction. 


(CHAPTER 5 Power and Leadership 


LEADERSHIP CHALLENGE: HOW MUCH IS ENOUGH? 


Business executives, particularly in the United States, commandeer incredibly high 
Salecies and compensation packages. The numbers are approaching and surpassing the 
$100-million mark, in some cases in companies that are performing poorly. A number of 
arguments explain the rise in compensation packages, including market forces and com- 
petition for the few talented executives. Where do you draw the line? If you were offered 
an outrageous compensation package to join a company that is laying off employees, 
declaring bankruptcy, and performing poorly overall, would you take it? 


1. What factors contribute to high compensation packages? 
2. What are the personal and organizational implications of your decision? 
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Chapter 


New Models for 
Leadership 


Neo-charisma, inspiration, 
and the Relationship 
| with Followers 


Charisma becomes the undoing of leaders. It makes them 
inflexible, convinced of their own infallibility, unable to change. 
—PeTerR F DRUCKER 





After studying this chapter, you will be able to: 


&! Describe the various leader, follower, cultural, and situational characteristics 
that contribute to charismatic leadership. 


/ Explain the positive and negative impacts of charismatic leadership on organizations. 





©} Distinguish between transactional and transformational leadership. 


| Understand the key role of contingent rewards and the impact of management 
by exception. 

[2 Present the elements of transformational leadership and their impact on followers 

and organizations. 


l'1 Describe the elements of value-based and spiritual leadership. 


ls Identify the components of authentic leadership and the impact of this leadership 
on followers and organizations. 


FF: many people, the concept of leadership conjures up images of political or 
organizational leaders who accomplish seemingly impossible feats. When asked 
to name leaders, people often mention Martin Luther King Jr, Mahathma Gandhi, 
and John F. Kennedy. These leaders and others like them exude confidence and 
engender strong emotional responses in their followers. They change their followers, 
organizations, and society and even alter the course of history. They are leaders who 
have a special relationship with their followers that goes beyond setting goals, using 
resources, and conducting business. The most-current approaches to leadership focus 
on leaders who create special and long-lasting relationships or bonds with their fol- 
lowers and, through such bonds, are able to reach goals and, in some cases, achieve 
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extraordinary results. The concepts presented in this chapter address the different 
ways in which leaders establish that bond and the approach they take in engaging their 
followers. 

The models in this chapter are part of what some researchers have called a “new 
paradigm for leadership” (Bryman, 1992). Although they have many differences, their 
common themes are inspiration, vision, and focus on the relationship between leaders 
and followers. Addressing the relationship with followers relates them to the exchange 
and relationship development models presented in Chapter 3. These models, how- 
ever, go beyond the study of that relationship by highlighting inspiration and vision, 
Because they dominate the field of the leadership with considerable new research 
devoted to the concepts and because they do not rely fully on contingency approaches, 
they are presented separately here. 

- 


A BRIEF HISTORY OF NEO-CHARISMATIC LEADERSHIP 


Although not yet old enough to have a history, the theories and research focused on 
charismatic, transformational, and inspirational leadership have evolved considerably 
since their introduction in the 1970s (for a review, see Sashkin, 2004). Such 
approaches are credited with bringing much-needed new life and enthusiasm to the 
field of leadership, which around the 1970s and 1980s was strongly criticized as irrele- 
vant, trivial, and inconsequential (see McCall and Lombardo, 1978). Max Weber intro- 
duced the concept of charisma in the early 1920s and social historian James McGregor 
Burns reintroduced and refined the theory (1978) launching empirical-based investi- 
gation. Since then, researchers developed the concept of charisma for application 
to organizational contexts (Bass, 1985; Conger, 1989; Conger and Kanungo, 1987; 
House, 1977) and proposed models of leadership that focus on vision and large-scale 
change in organizations. 

Several well-established researchers such as Bernard Bass and Robert House 
shifted their attention to these new models, and many of the young researchers enter- 
ing the field made charismatic, transformational, visionary, and inspirational leader- 
ship their area of research. The renewed interest moved the research from purely 
theoretical and primarily case-oriented research to the much-needed empirical inves- 
tigations of various constructs (Conger, 1999). The neo-charismatic and inspirational 
approaches provide several advantages over other views of leadership presented in this 
book: 


» They allow us to look at a different aspect of leaders and their role as inspirational 


visionaries and builders of organizational cultures (Hunt, 1999). 
» They highlight the importance of followers’ emotional reactions (Chemers, 1997). 
» They focus on leaders at top levels who are the subject of study in strategic leader- 
ship (covered in Chapter 7), thereby allowing for a potential integration of upper- 
echelon research with transformational and charismatic leadership. 


Research about the models presented in this chapter continues as the concepts evolve; 
however, their predictions and explanations are a first step in addressing a growing 
need in today’s organizations for understanding how leaders create and implement 
their vision and how they orchestrate and manage large-scale change. 


CHAPTER 6 New Models for Leadership 


CHARISMATIC LEADERSHIP: A RELATIONSHIP 
BETWEEN LEADERS AND FOLLOWERS 


LID 


The word charisma means “an inspired and divine gift.” Those who Charismatic leaders 
have the gift are divinely endowed with grace and talent. Charis- are leaders who have 


matic leaders capture the imagination and inspire their followers’ 
devotion and allegiance. We describe political and religious leaders 


a profound emotional 
effect on their follow- 
ers. Followers see them 


as charismatic, but leaders in business organizations can also be not merely as bosses 
gifted. Charismatic leaders are leaders who have a profound emo- but as role models and 
tional effect on their followers (House, 1977). Followers see them heroes who are larger 


not merely as bosses but as role models and heroes who are larger than life. 


than life. 

Howard Charney, currently senior vice president at Cisco Systems, founder of 
Grand Junction Networks, a producer of digital switches based in California that was 
bought out by Cisco Systems, engenders strong emotional reactions in his followers. 
Debra Pelsma, who worked as buyer and planner at Grand Junction, describes her first 
meeting with Charney: “He was so optimistic, so sincere, so genuine, I decided I'd follow 
him anywhere” (Dillon, 1998: 92). Kathryn Gould, a venture capitalist and lead investor 
in the company, echoes Pelsma’s feelings: “He is the kind of guy people walk through 
walls for” (92). Charney’s view is simple: “What do people come to work for? To be 
successful. To be appreciated” (Dillon, 1998: 92-95). Because of his leadership skills, 
Charney is now in charge of selling the new vision at Cisco Systems (Moore, 2006). 

Charney is a charismatic leader. He inspires followers who are devoted and loyal to 
him and his vision. This type of relationship involves an intense bond between leaders 
and their followers and goes beyond a simple exchange. Although desirable, the charis- 
matic bond is far from typical of leadership situations. The following sections consider 
the three elements that are necessary for the development of charismatic leadership: 
leader characteristics, follower characteristics, and the leadership situation (Figure 6-1). 


Figure 6-| Requirements of Charismatic Leadership. 
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Characteristics of Charismatic Leaders 


Charismatic leaders share several common personality and behavioral characteristics 
and traits (Table 6-1). Although many of the traits—such as self-confidence, energy, 
and the ability to communicate well—are related to all types of leadership, their 
combination is what sets apart the charismatic leaders. 

One characteristic that defines charismatic leaders is their self-confidence in 
their own abilities and in the correctness and the moral righteousness of their beliefs 
and actions (Bass, 1985; Sashkin, 2004). Mahathma Gandhi’s unwavering beliefs about 
the need for change in India and Martin Luther King Jr.’s single-minded focus on civil 
rights are examples of this trait. The self-confidence is accompanied by an apparent 
lack of internal conflict. Whereas non-charismatic leaders doubt themselves in the 
face of failure and criticism, charismatic leaders seem to know they are right and pro- 
ject that confidence. Their high level of confidence in their actions motivates their fol- 
lowers and creates a self-fulfilling prophecy. The more confident the leader is, the 
more motivated the followers are, which further emboldens the leader and encour- 
ages the followers to carry out the leader’s wishes wholeheartedly. The charismatic 
leader’s ability to express positive emotions is further linked to a positive mood in fol- 
lowers, which increases the attraction to the leader and his or her effectiveness (Bono 
and Ilies, 2006). Positive expressions, motivation, and hard work increase the chances 
of success, which provides proof of the leader’s righteousness. 

Steve Case, the highly confident founder and former CEO of America Online 
(AOL), made others believe in his vision of connecting everyone through the Internet. 
One of Case’s former associates explains, “In a little company everybody’s got to 
believe. But there needs to be somebody who believes no matter what. That was Steve. 
Steve believed from the first day that this was going to be a big deal” (Gunther, 1998: 71). 
Even though the merger of AOL with Time Warner was unsuccessful and led to a 
$135-billion loss, Case seemed to put all that behind him and poured his energy and 
money into several new ventures including one called Revolution, an organization 
that invests in health care and wellness (Yang, 2005), and a free health and medical 
information web site, RevolutionHealth. Case’s advice to potential entrepreneurs is, 
“If you feel passionate about a particular business and have the fortitude to break 
down barriers and redirect when needed, you can do great things” (Edelhauser, 2007). 

Many examples of the charismatic leader’s self-confidence can be found also in 
political leaders. Fidel Castro withstood considerable pressure over the past 50 years 
and remains undaunted in his approach. Aung San Suu Kyi, the leader of the political 


Table 6-1 Characteristics of Charismatic Leaders. 


* High degree of self-confidence 

¢ Strong conviction about ideas 

* High energy and enthusiasm 

* Expressiveness and excellent communication skills 
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resistance in Burma and Nobel Peace Prize winner, who is under house arrest for many 
years, remains unwavering in proclaiming her agenda for democratic reform. Presi- 
dent Gamal Abdul Nasser of Egypt galvanized Arab pride in the 1950s and 1960s, and 
his view of a united Arab world dominated the psyche and dreams of millions in the 
Middle East. Other destructive charismatic leaders used their “gift” to abuse and mas- 
sacre millions; we discuss them in a later section. 

Charismatic leaders generally exhibit high energy levels, along with self&confidence. 
They are enthusiastic about their ideas and actions, are highly expressive, and use non- 
verbal cues to lend dramatic support to their well-crafted verbal message. Their excep- 
tional articulation skills that help them express their excitement and communicate 
the content of their ideas to their followers (Conger, 1991) are a primary tool in per- 
suading followers to join in their vision. Martin Luther King Jr.’s considerable oratory 
skills provide an example, as do Hitler’s and Fidel Castro’s. With excellent communi- 
cation skills, charismatic leaders define and frame the mission of the organization or 
the group in a way that makes it meaningful and relevant to followers. The process of 
framing puts the leader’s goals in a worthwhile context that is used to draw and moti- 
vate followers (Conger, 1991; Fairhurst and Sarr, 1996). Charismatic leaders emphasize 
the group’s history and common past, their common identity, and future hopes and 
common goals (Shamir, Arthur, and House, 1994). In addition, they appeal to their 
followers’ emotion through the use of language, symbols, and imagery. 

Charismatic leaders carefully craft their message and present themselves as role 
models to their followers. They use active impression management to support their 
image (Conger, 1999; Conger and Kanungo, 1998). They “walk the talk,” whether it is 
through the self-sacrifice that they demand of their followers or the self-control they 
demonstrate. House and Shamir (1993) note that a large number of charismatic polit- 
ical leaders spent time in prison, a sacrifice that demonstrates their willingness to take 
risks to achieve their vision. For example, Gandhi and Nelson Mandela were impris- 
oned for defending their beliefs. Other charismatic leaders, such as Martin Luther 
King Jr., who role modeled the peaceful resistance he advocated, demonstrate through 
their actions what they expect of their followers. John McCain, the U.S. senator from 
Arizona, presidential candidate, Vietnam war hero, and prisoner of war, considers 
courage and self-sacrifice to be at the heart of leadership (McCain, 2004). 

Hatim Tyabji, former president of VeriFone, Inc., said, “he first principle of lead- 
ership is authenticity: Watch what I do, not what I say. Leadership requires moral author- 
ity. You can’t have moral authority if you behave differently from your people. If you 
want your people to be frugal, then don’t spend money on perks designed to make 
your life more comfortable. (Tyabji, 1997: 98). Andrea Jung (see Leadership in Action at 
the end of this chapter) faced the financial problems for her company by reinventing 
both her company and herself. She states, “You can’t ask an entire company to change 
and not change yourself. I have set higher expectations for myself and our people” 
(Jung, 2007). Bill George, the highly respected former CEO of Medtronics, considers 
authenticity and integrity to be the most important leadership traits: “Authenticity and 
courage go hand in hand. You need one to have the other” (Salter, 2004: 93). The con- 
cept plays a key role in leadership and has become the focus on a new approach to 
understanding leadership reviewed later in this chapter. 

The process of role modeling can also be symbolic, as was the case with the well- 
publicized $1 salary that Lee Iaccoca accepted while receiving substantial income from 


stock options and other benefits or John Mackey’s $1 salary for 2007 from Whole Foods — 


(see Leadership in Action in Chapter 8). Dan Cathy, president and COO of Chick-fil-A 
and son of the company’s founder, is passionate about customer service, and what 
makes him an effective leader is partly the fact that he is willing to “walk the talk.” He is 
often found in his stores, where he introduces himself to customers with a simple “I’m 
Dan. I work in customer service” (McGregor, 2004: 83). He believes that “the closer top 
management is to the customer, the more successful an organization is likely to be” 
(McGregor, 2004: 84). Whether actual or symbolic, role modeling and powerful verbal 
messages contribute to the enhanced image of the leader. Cult leaders make use of all 
these behaviors to create a powerful and self-perpetuating mystique that strengthens 
their relationship and their hold on followers. 

Charismatic leaders are masterful impression managers (Conger, 1989; House, 
1977). They surround #hemselves with dramatic and mystical symbols that further 
enhance the image of the leader as a larger-than-life figure. Bass (1985) cites John F. 
Kennedy as a case in point. His administration carefully developed the image of 
Camelot, complete with Guinevere and the knights who were fighting the battle against 
communism. The competition to conquer space before the Russians further con- 
tributed to the mystical and heroic image of a youthful statesman struggling to pull the 
United States out of the stodgy Eisenhower era. The power of these symbols and their 
resulting emotional bonds are evidenced by the strong sense of loss after President 
Kennedy’s assassination. Organizational leaders use equally effective symbols to main- 
tain their image. In the case of Steve Case, founder of AOL, the mystique included 
being one of the gang. One AOL employee describes him in this way: “Nothing about 
him says media mogul—he lunches on turkey sandwiches and Sun Chips, and has the 
boyish good looks of an aging fraternity brother” (Gunther, 1998: 71). 

Overall, the characteristics of charismatic leaders are not in dispute. The next 
step is describing the development of followers who are devoted to the leader. 


Characteristics of Followers 


Because charismatic leadership results from an interaction and relationship between a 
leader and followers, the followers of such leaders generally display certain characteris- 
tics. Without the leader and the follower characteristics, no charismatic relationship 
can form. Take away the frenzied followers and Hitler would not have been considered 
charismatic. The same is true for many cult leaders. Even for positive and constructive 
charismatic leaders such as Gandhi, followers demonstrate particular traits and behav- 
iors (Table 6-2). First and foremost, followers hold the leader in high esteem. They are 
strongly devoted to him or her, and an intense emotional bond forms between the 
leader and the followers. These followers admire their leader; emulate the leader’s 
behaviors and mannerisms, including talking, dressing, and acting like the leader. 
Consider the reaction of employees of Russ Berrie and Co. when the toymaker’s 
founder and namesake died suddenly. Berrie had established a close family bond with 
his employees. He was the best man at some of their weddings and one company exec- 
utive continued to visit his grave regularly because he felt a spiritual bond with the 
deceased leader (Marchetti, 2005). The intense emotional bond and attraction to the 
, [eader create a situation whereby followers obey without question. They have confi- 
dence in the vision and direction. Once the identification process takes place, com- 
plete internalization of the leader’s values and aspirations occurs. In addition, some 


UHAPTEK 0 ~~ INEW IVLOGELS for Leadership 


Table 6-2 Characteristics of Followers of Charismatic Leaders. 


* High degree of respect and esteem for the leader 
° Loyalty and devotion to the leader 

¢ Affection for the leader 

° High performance expectations 

¢ Unquestioning obedience 





followers’ personality traits are linked to the development of charismatic relationships 
In particular, self-monitoring and self-concept might affect how the charismatic a 
tionship develops (Weierter, 1997). 

Charismatic leaders are able to connect their followers to their own vision 
Researchers suggest that charismatic leaders change the followers’ perception of the 
nature of what needs to be done. The expression of positive emotions, which indicates the 
leader’s self-confidence, is also suggested to create a positive mood contagion (Bono and 
llies, 2006). Leaders further offer an appealing vision of the future, develop a common 
identity, and heighten the followers’ self-esteem and sense of self-efficacy (for a review, see 
Conger, 1999). In addition, one of the key components of the emergence of chariemate 
leaders is for the followers to perceive a need for change because the current state is unac- 
ceptable and because they believe that a crisis either is imminent or already exists (Shamir. 
1991; Trice and Beyer, 1993). The final element of charismatic leadership is the aNeibon. 


The Charismatic Situation 


A crisis causes followers to look for new solutions. During a time of crisis, followers are 
ready for change. If an individual is able to capture and represent the needs and aspira- 
tions of the group, that individual is likely to become the group leader. In addition inde 
viduals who demonstrate competence and loyalty to a group and its goals are provided 
with “credit” that they can spend to assume leadership roles. This idiosyncrasy credit 
allows certain individuals to emerge as leaders and change the direction of the grou 
(Hollander, 1979). Because of the strong emotional impact of charismatic leaders follow. 
ers provide them with tremendous leeway (credit) to lead the group into new territory, 


External Crisis and Turbulence 
At the heart of the issue of charismatic leadership is how certain individuals either 
emerge as leaders in leaderless groups or replace an appointed leader. Many charismatic 
revolutionary leaders achieve their status without any formal designation. In organiza- 
tions, although charismatic leaders are elected or appointed, their followers nize 
them as leaders before a formal appointment, the last step in their rise to power, typicall 
during a time of crisis. Popular political and religious leaders, such as Martin aes 
King Jr. or Ronald Reagan, win the hearts and minds of their followers, who then car 
them into formal positions. ; “ 
Table 6-3 summarizes the external situational elements that contribute to the 
development of charismatic leadership. Although not all researchers believe that a 
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Table 6-3 Elements of Charismatic Situations. 


* Sense of real or imminent crisis 

* Perceived need for change 

¢ Opportunity to articulate ideological goal 

° Availability of dramatic symbols 

* Opportunity to clearly articulate followers’ role in managing the crisis 


a 


situation of crisis is necessary for the emergence of charismatic leadership, many suggest 
that a sense of distress or crisis is (Bass, 1985; Beyer, 1999a; Shamir and Howell, 1999), 
Research by Roberts and Bradley (1988) suggests that situations of crisis provide more 
latitude for leader initiative such that the person can demonstrate leadership abilities. 
Others link resilience and tolerance for ambiguity to charisma and its importance in 
crisis situations (Hunter, 2006), where followers believe that charismatic leaders are 
the only ones who can resolve the crisis. Therefore, charismatic leaders emerge in sit- 
uations where a change and a new ideological vision need to be articulated and when 
followers are ready to be saved or more simply moved in a different direction. With an 
emotionally charged situation, leaders enter the field promising a new beginning, rad- 
ical solutions, and a break from the unwanted values of the past (Boal and Bryson, 
1987). They use dramatic symbols to illustrate their goals and point to clear and spe- 
cific roles that their followers can play in resolving the crisis. As a result, followers are 
convinced that the charismatic leader is the only one who can help, and the leader 
helps followers becoming aware of how they can contribute individually. 

All the historical charismatic leaders emerged in a time of crisis. Cyrus the Great 
of Persia united warring tribes in 1500 B.c.; Napoléon galvanized a fractured postrevo- 
lutionary France; the fascist dictators of modern Europe took power during economic 
and social crises; and the U.S. civil rights leaders of the 1960s rode on the wave of a 
cultural and civil unrest. They all brought a new vision of the future to their eager fol- 
lowers. In all cases, the crises and the perceived need for change set the stage for the 


charismatic leaders’ skills. 


internal Organizational Conditions for the Emergence 

of Charismatic Leadership 

Researchers suggest that in addition to a sense of external crisis, several internal orga- 
nizational conditions also facilitate charismatic leadership (Shamir and Howell, 1999). 


>» Organizational life cycle. Charismatic leaders are more likely to emerge and be effec- 
tive in the early and late stages of an organization’s life cycle, when either no set 
direction is established or change and revival are needed. 

>» Type of task and reward structure. Complex, challenging, and ambiguous tasks that 
require initiative and creativity and where external rewards cannot be clearly tied to 
performance can be ideal situations for charismatic leaders. 

> Organizational structure and culture. Flexible and organic structures and nonbureau- 
cratic organizational cultures are likely to encourage charismatic leadership. 


CHAPTER 6 New Models for Leadership 
Although some evidence is available to support these propositions, empirical testing is 
needed before they are established fully as conditions for the emergence of charis- 
matic leadership. 


Role of Culture 
As you have read throughout this book, culture strongly affects. what behaviors and 
styles are considered appropriate and effective for leaders and limits what behaviors 
people learn and consider acceptable. Based on the nature and elements of charismatic 
leadership, it would stand to reason that cultures with a strong tradition for prophetic 
salvation, in particular, would be more amenable to charismatic leadership. For exam- 
ple, the Judeo-Christian beliefs of the coming of the savior create fertile ground for 
charismatic leaders to emerge and be accepted. Prophets by definition are charismatic 
saviors. Israel, for example, has this type of strong tradition. Another case in point is 
the recent rise of Islamic fundamentalism, which typically is tied to a prophetic spiri- 
tual leader, as is the case in the Sudan and Iran (Dekmejian and Wyszomirski, 1972) 
The case of Khomeini in Iran illustrates all the elements of a typical charismatic rela: 
tionship, including leader and follower characteristics, the intense and calculated 
image management on the part of the leader, and the sense of crisis because of the 
political climate of the country in the 1970s (F. Nahavandi, 1988; H. Nahavandi 1994). 
In cultures without such prophetic traditions, few strong charismatic fbuies are 
likely to emerge. For example, in China, although periods of crisis and change have 
certainly occurred, it appears that the relationship between leader and followers is based 
more on the social hierarchy and need for order, as is prescribed in the Confucian tra- 
dition, than on the intense emotional charismatic bonds that exist in Judeo-Christian 
religions, which seems to be the case even for one of the few charismatic Chinese lead- 
ers, Mao Zedong. Furthermore, the development of a charismatic relationship in a 
culture such as Japan needs to rely on the leader’s development of an image of compe- 
tence and moral courage, and the securing of respect from followers (Tsurumi 1982); 
by contrast, in India, charismatic leadership is associated with a religious Alnioat 
supernatural, state (Singer, 1969). In any case, even if the concept of Ghadisnis is pre- 
sent within a culture, its manifestations may be widely different. In some cultures, such 
as the United States, charisma is assertive and direct, whereas in others it may Be tagre 
quiet and nonassertive (Scandura and Dorfman, 2004). 

The GLOBE research, discussed in Chapter 2, has studied charismatic leadership 
among other leader behaviors and attributes in 60 countries (Den Hartog et al., 1999). 
The basic assumption of the research project is that “charismatic leadership will be uni- 
versally reported as facilitating ‘outstanding’ leadership” (230). The researchers found 
that although some attributes are universally endorsed and some are universally nega- 
tive, several attributes are culturally contingent (see Table 6-4 for a summary). It is 
important to note that although several of the behaviors associated with charismatic 
leadership are universally associated with effectiveness, the term charisma evokes 
mixed reactions in different cultures. In other words, being charismatic is seen as both 
positive and negative. 

In addition to characteristics typically associated with charismatic leadership 
(e.g., positive and dynamic), there exist other characteristics (e.g., being a team builder 
and being intelligent) that are not part of charisma (see Table 6-4). Interesting] 
although having a vision is universally associated with leadership, how it is ee 
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Table 6-4 Cross-Cultural Attributes of Leadership. 


Universally Positive Universally Negative Culturally Contingent 








* Being encouraging, positive,  ° Being a loner ° Risk taking 
and motivational * Being non-cooperative * Enthusiasm 

* Having a vision and a plan * Being ruthless and * How vision is communicated 
and being able to make dictatorial * What constitutes good 
decisions * Non-explicit communication 

* Being dynamic * Irritable * How much leader is seen 

° Having integrity and being as equal 
trustworthy = 

* Building teams 

* Intelligent 


Communicator 
Win-win problem solver 
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Source: Based on information in Den Hartog et al., 1999. Culture-specific and cross-culturally generalizable 
implicit leadership theories: Are attributes of charismatic/transformational leadership universally endorsed? The 
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and communicated differs greatly across cultures. For example, Chinese leaders are 
seen as effective if they communicate their vision in a nonaggressive and softspoken 
manner, whereas Indians prefer bold and assertive leaders (Den Hartog et al., 1999). 
Similarly, followers universally value communication, but the communication style 
(e.g., level of directness, tone of voice, etc.) that is considered desirable is highly cul- 
ture specific. For example, Cambodians expressed considerable enthusiasm at the 
ascendance of their new king Norodom Sihamoni in October 2004, even though he 
lacked any political experience, because they valued his extremely modest and soft- 
spoken demeanor (Sullivan, 2004). Furthermore, self-sacrifice and risk taking, impor- 
tant components of charismatic leadership in the United States, do not contribute to 
outstanding leadership in all other cultures (Martinez and Dorfman, 1998). 


The Dark Side of Charisma 
Given the charismatic leaders’ strong emotional hold on followers, they can abuse that 
power easily and use it toward inappropriate ends. Along with Gandhi, President 
Kennedy, and Dr. King, the list of charismatic leaders unfortunately includes Hitler 
and Jim Jones (the cult leader who convinced thousands of his followers to commit 
suicide). The destructive charismatic leaders resemble the positive ones in some 
dimensions, but several characteristics distinguish them (Bass and Steidlmeier, 1999; 
Conger, 1990; Howell, 1988; Howell and Avolio, 1992). 

The major difference between ethical and unethical charismatic leaders is the 
unethical leaders’ focus on personal goals rather than organizational goals. Unethical 
leaders use their gift and special relationship with followers to advance their personal 
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vision and to exploit followers: they follow an internal and personal 
orientation, behaviors that are similar to narcissistic personality. Eth- 
ical charismatic leaders use their power to serve others, develop fol- 
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The major difference 
between ethical and 
unethical charismatic 
leaders is the unethical 





lowers, and achieve the common vision. The unethical charismatic 
leader censures opposing views and engages in one-way communi- 
cation, whereas the ethical one accepts criticism and remains open 


leaders’ focus on 


personal goals rather 
than organizational 


to communication from followers. Given the considerable power of goals. Unethical leaders 


some charismatic leaders and their extensive and intense bond with US¢ their gift and 


their followers, it is easy to see how the line between ethical and 
unethical behaviors can be blurred. Leaders who are convinced of 
their vision do not doubt its righteousness, and leaders who have the 
ability to persuade often will do so without concern for others. The 
characteristics of self-confidence and skillful modeling and persua- 
sion that make a charismatic leader effective can also be the sources 
of highly destructive outcomes. 

Distinguishing between the two types of charismatic leadership further helps 
explain how negative leadership can develop. Howell (1988) contrasts socialized and 
personalized charismatic leaders. Socialized leaders focus on satisfying their followers’ 
goals and on developing a message that is congruent with shared values and needs and 
may be a factor in reducing deviance in their group (Brown and Trevifio, 2006a). Per- 
sonalized leaders rely on getting followers to identify and agree with their personal val- 
ues and beliefs. Both examples demonstrate all the characteristics of charismatic 
leaders, their followers, and the situation. Personalized leadership situations, however. 
are more prone to abuse. 

In addition to the potential for power abuse and corruption, charismatic leaders 
also might present other liabilities ranging from a flawed vision that is self-serving to 
unrealistic estimates of the environment (Conger and Kanungo, 1998). The charismatic 
leader’s skills at impression management and influence can become a liability when 
leaders mislead their followers with exaggerated estimates of their own or their follow- 
ers’ abilities and the chances for success. Other potential liabilities of charismatic lead- 
ership include failure to manage details, failure to develop successors, creation of 
disruptive in- and out-groups, and engaging in disruptive and unconventional behav- 
iors (Conger and Kanungo, 1998). 


with followers to 


followers. 


Evaluation and Application 


The considerable changes in many organizations in recent years have created a sense 
of crisis and resulted in a perceived need for revitalization and change. Therefore, it is 
no coincidence that the concept of charismatic leadership dominates U.S. academic 
and popular views of leadership. The need to revitalize industrial, educational, health 
care, and governmental institutions creates one of the essential elements for charis- 
matic leadership; many perceive that we are in a time of turbulent change, if not crisis 
We make many demands on our leaders to provide us with revolutionary ideas and are 
often disappointed when they cannot fulfill those expectations. In fact, our expecta- 
ions are so high that we are bound to be disappointed. 

Researchers have developed a number of different approaches to explain charis- 
matic leadership, ranging from an attributional perspective whereby the leader’s 
behavior and the situation persuade followers to attribute charismatic characteristics 


special relationship 


advance their personal 
vision and to exploit 
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to the leader (Conger, 1989a; Conger and Kanungo, 1987), to selfconcept views that 
focus on explaining how charismatic leaders can influence and motivate their followers 
(Shamir, House, and Arthur, 1993), to psychoanalytic perspectives (Kets de Vries, 1993), 
and self-presentational views (Sosik, Avolio, and Jung, 2002). Much debate centers 
around the sociological and organizational views of charismatic leadership regarding 
its contents, focus, and its situational antecedents (Bass, 1999; Beyer, 1999a, b; House, 
1999; Shamir, 1999). Various studies have tested the elements of the different views of 
charismatic leadership; the results are not always consistent (e.g., see Shamir et al., 1998). 
Continued research, however, provides strong support for the existence and impor- 
tance of understanding charismatic relationships and how such leaders affect their fol- 
lowers and their organizations. For example, charismatic leaders show a positive effect 
on cooperation (De Creffier and van Knippenberg, 2002). They also seem to increase 
followers’ efforts and citizenship behaviors (Sosik, 2005) and have been suggested to 
have a positive impact on external organizational stakeholders as well as immediate fol- 
lowers (Fanelli and Misangyi, 2006). 

The charismatic relationship is a powerful and undeniable part of the most cele- 
brated leadership situations in Western culture. Charismatic leaders and their followers 
can achieve incredible feats. Such leadership, however, is not required for an organiza- 
tion to be successful. Indeed, it can be destructive, as is the case of negative charismatic 
leadership or when a charismatic leader is wrong and drives the organization to failure. 
Finally, it is important to remember that charismatic leadership is not a cure-all (Bryman, 
1992; Trice and Beyer, 1993). In addition, because it is difficult, if not impossible, to train 
someone to be a charismatic leader (Trice and Beyer, 1993), the phenomenon depends 
on one individual rather than on stable organizational processes that can be put in place 
once the leader is gone. With all its potential benefits, charismatic leadership is a double- 
edged sword that requires careful monitoring to avert abuse. Although charismatic lead- 
ership holds a potentially negative side as demonstrated by many destructive charismatic 
historical figures, transformational leadership, which is presented next, relies on 
charisma as one element but concentrates on the positive role of leadership in change. 


TRANSACTIONAL AND TRANSFORMATIONAL 
LEADERSHIP 


How do leaders create and sustain revolutionary change in organizations? What 
style of leadership is needed to motivate followers to undertake organizational trans- 
formations? Several researchers proposed transformational leadership concepts to 
answer these questions and to describe and explain how leaders succeed in achieving 
large-scale change in organizations. First developed by Burns (1978), transforma- 
tional leadership theory suggests that some leaders, through their personal traits 
and their relationships with followers, go beyond a simple exchange of resources and 
productivity. 

The leadership models presented in previous chapters focused on the transac 
tion and exchange between leaders and followers. For example, in Path-Goal Theory 
a(see Chapter 3), the leader clears obstacles in exchange for follower motivation by 
providing structure to the task or by being considerate. Such basic exchanges, some- 
times labeled transactional leadership, are considered an essential part of leadership 
and leaders must understand and manage them well. To create change, however, they 





CHAPTER 6 New Models for Leadership 
must supplement exchange with transformational leadership. Transformational lead- 
ership theory proposes that leaders use behaviors that are more complex than initia- 
tion of structure and consideration. Based on the observations of many leaders, it is 
clear that the two behavioral dimensions cannot account for the full range of behay- 
iors ascribed to many leaders. 


Transactional Leadership 


Transactional leadership is based on the concept of exchange between leaders and fol- 
lowers. The leader provides followers with resources and rewards in exchange for 
motivation, productivity, and effective task accomplishment. This exchange and the 
concept of providing contingent rewards are at the heart of motivation, leadership, 
and management theory and practice. Two styles of transactional leadership are using 
contingent reward and Management by Exception (MBE). 


Contingent Reward 

Through the use of contingent reward, leaders provide followers with promised 
rewards when followers fulfill their agreed-upon goals. When well managed, contin- 
gent rewards are highly satisfying and beneficial to the leader, the followers, and the 
organization. The informal and formal performance contracts that result are highly 
desirable and effective in managing performance (Bass, 1985). Some research indi- 
cates that transactional leadership can provide structure and lead to positive outcomes 
(Walker, 2006) and that individualistic cultures may react more positively to transac- 
tional leadership than collectivistic cultures (Walumbwa, Lawler, and Avolio, 2007). 
Contingent rewards are part of most leadership training whereby leaders are taught to 
provide contingent rewards, reinforce appropriate behavior, and discourage inappro- 
priate behavior. They are necessary components of effective leadership and manage- 
ment. For example, transactional leadership successfully motivated remaining 
employees to decontaminate and tear down the infamous Rocky Flats nuclear site in 
Colorado. The Environmental Protection Agency certified the nuclear weapons site 
“clean” in June 2007 after years of mismanagement, accidents, and extensive clean-up. 
Denny Ferrara, whose whole family worked at the plant, was in charge of getting 
employees to work themselves out of a job. He accomplished this task by setting clear 
goals, communicating extensively, allowing employees to provide input into how to do 
the work, and encouraging them with recognition and generous rewards, which in 
some cases topped $80,000 a year (McGregor, 2004b). 


Management by Exception 
Management by Exception (MBE) is a leadership style whereby the leader interacts lit- 
tle with followers, provides limited or no direction, and only intervenes when things go 
wrong. In one type of MBE, labeled “active MBE,” leaders monitor follower activities and 
correct mistakes as they happen (Bass and Avolio, 1990a). In another type, labeled 
laissez-faire,” leaders are passive and indifferent toward followers and their tasks. In 
both cases, little positive reinforcement or encouragement is given; the leader relies 
almost exclusively on discipline and punishment. Some managers confuse using MBE 
with empowering followers. After all, it does appear that followers have freedom to do 
as they please, as long as they do not make a mistake. Such comparisons, however, are 
not warranted. Encouragement and creating a supportive and positive environment in 
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which risk-taking is encouraged, both at the heart of empowerment, are clearly not 
present when a manager relies on MBE. Even though contingent reward can yield pos- 
itive effects, using MBE, particularly laissez-faire, as a primary leadership style gener- 
ally results in a negative impact on follower performance and satisfaction. 

Despite the success of some transactional relationships in achieving perfor- 
mance, an exclusive focus on such exchanges and transactions with followers is 
blamed for low expectations of followers and minimal performance in organizations 
(Zaleznik, 1990). Transactional contracts do not inspire followers to aim for excel- 
lence; rather, they focus on short-term, immediate outcomes. Long-term inspiration 
requires transformational leadership. 


Transformationel Leadership 


Leadership scholars and practitioners (Bass, 1985, 1990b; Bennis and Nanus, 1985; 
Conger and Kanungo, 1998) suggest that today’s organizations need leadership that 
inspires followers and enables them to enact revolutionary change. For example, the 
health-care industry pays attention to the role of hospital adminis- 


Transformational lead- 
ership includes three 
factors—charisma and 
inspiration, intellectual 
stimulation, and indi- 
vidual consideration— 
that, when combined, 
allow a leader to 
achieve large-scale 
change. 


trators in guiding their organizations in uncertain times. Institu- 
tions such as Harbor Health Systems focus on clarifying each 
person’s role in the accomplishment of the organization’s mission. 
Pacific Presbyterian stresses strong leadership commitment to the 
organization’s mission and goals. Leaders such as Mark Wallace of 
Texas Children’s Hospital are celebrated for their vision, creativity, 
and ability to inspire followers (Lutz, 1992), all factors needed to 
create a new vision to deal with the dynamic and often-threatening 


environment that characterizes the health-care industry. 
Transformational CEOs from the industrial, service, and not-for-profit sectors are 
also at the center of attention, and many, such as Jack Welch of GE and Andy Grove of 
Intel, are management gurus who provide others with extensive advice. Transformational 
leadership includes three factors—charisma and inspiration, intellectual stimulation, 
and individual consideration—that, when combined, allow a leader to achieve large- 
scale change (Figure 6-2). 


Charisma and Inspiration 

The concept of charisma is one of the three central elements of transformational lead- 
ership (Bass, 1985; Bass and Avolio, 1993). The charismatic leadership relationship 
creates the intense emotional bond between leaders and followers. The result is loyalty 
and trust in, as well as emulation of, the leader. Followers are inspired to implement 
the leader’s vision. The strong loyalty and respect that define a charismatic relation- 
ship pave the way for undertaking major change. 


Intellectual Stimulation 

The second factor in transformational leadership is the leader’s ability to motivate 
followers to solve problems by challenging them intellectually and encouraging them 
to come up with creative solutions. The leaders and the group question existing values 
and assumptions and search for new answers (Shin and Zhou, 2003). By encouraging 
them to look at problems in new ways requiring new solutions and by triggering 
controversial discussion and debate, the leader pushes followers to perform beyond 
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Figure 6-2 Transformational Leadership Factors. 


what they previously considered possible (Boerner, Eisenbeiss, and Griesser, 2007). The 
charismatic bond provides support and encouragement in this endeavor and prevents 
followers from feeling isolated. Intellectual stimulation includes a strong empowering 
component, which assures followers of their abilities and capabilities, and enables them 
to search out new solutions. Transformational leadership has been shown to create 
empowerment that, in turn, increases team effectiveness (Kark, Shamir, and Chen, 
2003; Ozaralli, 2003). 


Individual Consideration 

The last factor of transformational leadership, the development of a personal rela- 
tionship with each follower, is closely related to the Leader-Member Exchange (LMX) 
Model presented in Chapter 6 (Howell and Hall-Merenda, 1999). The leader treats 
each follower differently but equitably, providing all with individual attention. As a 
result, followers feel special, encouraged, motivated, developed, and perform better 
(Dvir et al., 2002). The leader’s individual consideration further allows for matching 
each follower’s skills and abilities to the needs of the organization. 

The three factors—charisma/inspiration, intellectual stimulation, and individ- 
ual consideration—combine to allow the leader to undertake the necessary changes in 
an organization. The charismatic emotional bond overcomes the psychological and 
emotional resistance to change. The intellectual stimulation provides the new solu- 
tions and innovation and empowers followers. The individual relationship between 
the leader and follower encourages followers and provides them with additional moti- 
vation. The transactional leadership behaviors support the maintenance of the rou- 
tine aspects of the organization, whereas transformational leadership allows for 
external adaptation. Referring back to the definition of leadership effectiveness pre- 
sented in Chapter 1, we see that the transformational leadership behaviors allow for 
external adaptation, whereas the transactional behaviors maintain internal health. 
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Evaluation and Application 

Transformational leadership is one of the most popular and curréntly heavily 
researched theories of leadership. The theory has moved from the development of 
basic concepts to the stage where the concepts are critically reviewed and various mod- 
erating variables are identified (Antonakis, Avolio, and Sivasubramaniam, 2003). 
Therefore, considerable research about the various aspects of transformational lead- 
ership is available, several extensions of the model have been proposed (e.g., Rafferty 
and Griffin, 2004), and applications to broader organizational contexts, such as the 
public sector, suggested (Denhardt and Campbell, 2006). Several empirical studies 
have tested the propositions of transformational leadership in a variety of settings 
(e.g., Podsakoff and MacKenzie, 1997; Shin and Zhou, 2003; Yammarino and Bass, 
1990). For example, #.earchers find that transformational leadership can help 
employees accept a recent acquisition and increase job satisfaction (Nemanich and 
Keller, 2007). Other studies suggest that transformational leadership can impact how 
employees view their job particularly when the quality of the LMX is positive (Piccolo 
and Colquitt, 2006). Yet others extend the concept by linking personality attributes to 
transformational leadership. For example, one study suggests that a personality pat- 
tern characterized by high levels of pragmatism and nurturance and low levels of 
aggression and criticalness is associated with transformational leadership (Ross and 
Offerman, 1997). 

Several studies consider transformational leadership theory across gender and cul- 
tures, For example, female transformational leaders form a unique relationship with 
each of their followers, suggesting that women favor an interpersonal-oriented style of 
leadership (Yammarino et al., 1997). Women leaders often exhibit concern for others, 
expressiveness, and cooperation (Eagly, Karau, and Makhijani, 1995), traits that are asso- 
ciated with transformational leadership. From a cross-cultural perspective, it appears that 
ideal leadership characteristics across many countries—such as Canada, South Africa, 
Israel, Mexico, Sweden, and Singapore—include some transformational leadership ele- 
ments (Bass, 1997) and that individuals from collectivistic cultures in particular, may be 
most receptive to transformational leadership (Jung and Avolio, 1999; Jung, Bass, and 
Sosik, 1995; Walumbwa and Lawler, 2003; Walumbwa, Lawler, and Avolio, 2007). 

Continued research is needed, especially in regard to the measurement of trans- 
actional and transformational behavior (Yukl, 1999) and the factors that lead to the 
use of transformational behavior by leaders. The only empirically derived measure, 
the multifactor leadership questionnaire (MLQ), does not consistently allow for sepa- 
rate identification of the various behaviors (Bycio, Hackett, and Allen, 1995; Keller, 
1992; Seltzer and Bass, 1990; Tepper and Percy, 1994), although new research indi- 
cates that the measure offers better validity and reliability than previously thought 
(Antonakis et al., 2003). In addition, despite the focus on behaviors, many of the trans- 
formational behaviors include dispositional, traitlike elements and are reported to 
develop early in life (Bass, 1985). For example, although it might be easy to instruct a 
leader how to provide contingent rewards, teaching the leader to inspire and intellec- 
tually stimulate followers might not be as simple. Furthermore, even though some 
research links transformational leadership to emotional intelligence (e.g., Gardner 
and Stough, 2002), the relationship of transactional leadership characteristics with 
other personality traits such as the Big Five needs further research (Hautala, 2006; 
Lim and Ployhart, 2004). Additionally, as is the case with charismatic leadership, the 
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tendency is to propose transformational leadership as a panacea to organizational 
problems. A stronger contingency approach, however, would identify various contex- 
tual organizational variables that might contribute to the effectiveness of transforma- 
tional leadership (Pawar and Eastman, 1997). Some researchers further suggest that 
the transformational leadership theory could benefit from clarification of the differ- 
ence between charismatic and transformational leadership and the mediating 
processes and situational variables that lead to transformational leadership (Sashkin 
2004; Yukl, 1999). As is the case with charismatic leadership, transformational leaded 
ship also involves the potential of leading to followers’ excessive dependency (Kark 
et al., 2003) and negative and unethical behavior (Price, 2003); further research in 
that area would also enhance the model. 

Transformational leadership concepts apply widely to organizational effective- 
ness and leadership training. Although charismatic leadership sometimes carries neg- 
ative connotations, transformational leadership generally is perceived as positive. 
Research findings suggest that organizations can benefit from encouraging their lead- 
ers to be less aggressive and more nurturing (Ross and Offerman, 1997: 1084). Other 


recommendations for leaders based on transformational leadership models include 
the following: 


» Project confidence and optimism about the goals and followers’ ability. 
® Provide a clear vision. 

> Encourage creativity through empowerment, reward experimentation, and tolerate 
mistakes. 

® Set high expectations and creating a supportive environment. 


» Establish personal relationships with followers. 


The use of transformational leadership can facilitate change in organizations. The 


next section considers other leadership theories that also focus on how to bring about 
change. 


Leading Change _ Sir Richard Branson 
and His Vision 


The Virgin Group family of companies has been, for many years, a house- 
hold name in much of Europe. From record stores to cell phones to airlines, 
Virgin is a formidable brand. No less formidable is its founder and CEO Sir 
Richard Branson, who built an empire by breaking all the rules and success- 
fully taking on challenges that everyone told him would fail. Running his 
business from his house on the private Caribbean island of Necker, taking 
phone calls while resting in his hammock between tennis games, Branson 
considers profits to be secondary: “The bottom line has never been a reason 
for doing anything. It’s much more the satisfaction of creating things that 
you’re proud of and making a difference” (Deutschman, 2004: 95). Most often 
mentioned for his keen marketing skills and his ability to attract attention 
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Leading Change (Continued) 

through his daredevil endeavors such as hot-air balloon trips across the 
Atlantic, outrageous behaviors such as dressing as a bride or a pirate or being 
photographed nude for his biography, Branson focuses on ventures he feels 
passionate about and cares deeply about the culture and people in his many 
companies (Hawn, 2006). 

Branson believes, “You can’t be a good leader unless you generally like 
people. That is how you bring out the best in them” (Workforce, 2004). He 
believes, “it’s extremely important to respond to people, and to give them 
encouragement if you're a leader. And if you’re actually turning people 
down ... take the time to do it yourself” (Branson, 2007). While recruiting 
managers and employees for his companies, he looks for the best so he can 
get the best ( Workforce, 2004). Encouraging people through lavish praise so 
they can flourish, allowing them to figure out their mistakes instead of pick- 
ing on them, moving employees around to help them to find a job that allows 
them to excel are all part of Branson’s leadership philosophy. He suggests 
that most employees leave companies when they are frustrated because they 
are not heard. 

Although also called a control freak for keeping a hand in all his com- 
panies (Deutschman, 2004), Sir Richard has learned to delegate and develop 
the people who work for him. He describes the process: “I come up with the 
original idea, spend the first three months immersed in the business so I 
know the ins and outs and then give chief executives a stake in the company 
and ask them to run itas if it’s their own” ( Workforce, 2004). Branson wants to 
make sure that whatever he builds or takes part in is something that he can 
be proud of. He admits, “I made and learned from lots of mistakes. In the 
end, the key is will power” (Hawn, 2006). 


Sources: Branson, R. 2006. “How to succeed in 2007.” CNN Money.com. http:// 
money.cnn.com/popups/2006/biz2/howtosucceed/4.html (accessed August 14, 
2007); Deutschman, A., 2004. “The Gonzo way of branding,” Fast Company, October: 
91-96; Hawn, C. 2006. “Branson’s next big bet.” CNN Money.com, October 2. http:// 
money.cnn.com/magazines/business2/business2_archive/2006/08/01/8382250/ 
(accessed August 12, 2007); “The importance of being Richard Branson,” Workforce, 
December 2004. www.workforce.com/archive/article/23/91/47.php (accessed 
January 30, 2005). 


SPIRITUAL, VALUE-BASED, AND AUTHENTIC 
LEADERSHIP 


Leadership is more than a series of behaviors and actions. For many, the leadership 
process is highly emotional and personal and based on fundamental values such as 
integrity and caring for others. Such concepts have found their way into leadership 
theory and research and some approaches now take into consideration values and 
emotions as primary aspects of leadership. 
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Spiritual and Value-Based Leadership 


The topics of values and spirituality are increasingly finding their way into the work- 
place, particularly in the United States. Workplace spirituality recognizes that people 
often have a meaningful inner life that influences their beliefs and actions. Such 
approaches integrate what some consider the essence of the human existence, the 
body, mind, heart, and spirit (Moxley, 2000), and the search for the meaning of life 
and interconnectedness with others (Zinnbauer, Pargament, and Scott, 1999). Spiritu- 
ality focuses on how leaders and followers tap into their basic values to transform orga- 
nizations by creating a vision based on deeply held values related to making a 
difference, and implementing a caring and altruistic culture that supports that vision 
(Fry, 2003). Value-based and spiritual leaders develop their relationship with followers 
based on the values they share. 

One such value that has particular importance to organizations is ethics. Others 
would be spiritual values, such as love, hope, humility, and faith. These values are con- 
sidered key to leadership by some practitioners (e.g., Covey’s principle-centered lead- 
ership, 1991 and Greenleaf’s servant leadership, 1998), researchers (see the special 
issue of The Leadership Quarter 2005, volume 16), and leadership textbooks (e.g., Daft, 
2008). Some suggest that spiritual values such as integrity, honesty, and humility are 
actually an inherent part of effective leadership (Fry, 2005), and research findings 
imply that value-based leadership practices positively impact leadership effectiveness 
(Reave, 2005) and are related to improved organizational learning. Although honesty 
and integrity are part of most conceptions of effective leadership, in the wake of busi- 
ness and political scandals, the call for integrity and ethics in leadership has become 
louder and the focus of recent research (for a review, see Brown and Trevinno, 
2006b). Ethical leaders demonstrate fair, appropriate, and caring personal and social 
decisions and behaviors and communicate, promote, and reinforce such values 
and actions with followers and throughout the organization (Brown, Trevifio, and 
Harrison, 2005). 

Chris Lowney, author of Heroic Leadership, applies the teachings of St. Ignatius 
Loyola—founder of the Jesuits, one of the world’s oldest and most successful religious 
orders—to leadership in today’s organizations (2005). Lowney believes that the Jesuits’ 
success is attributed to their focus on self-awareness (based on reflection and account- 
ing for one’s actions and goals), ingenuity (innovation, adaptation, willingness to look 
at new opportunities), love (support and caring), and heroism (willingness to take 
risks and make the best of situations). Approaches such as Lowney’s and other value- 
based leadership are closely related to both transformational and authentic leadership 
through the focus on key individual characteristics of leaders regarding integrity, car- 
ing for others, and transparency. 


Authentic Leadership 
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Authentic leaders are people who know themselves well and remain The key to authentic 


true to their values and beliefs. They have strong values and a sense leadership is under- 
of purpose that guide their decisions and actions (George, 2003). Standing your 

Bill George, the former CEO of Medtronics and one of the strongest heen avard 
proponents of authentic leadership, believes that the most effective orate ne 
leaders, those who have the most long-lasting impact on their 
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followers and their organizations, are those who have a moral compass and have found 
their “true north” (George, 2007). For practitioners of leadership, the key to authentic 
leadership is understanding your strengths and developing them. Consultant Marcus 
Bukingham suggests, “Be authentic. To become a leader, identify where you are 
strongest and most confident, and then work to expand those areas. If you want to be 
a better leader, don’t try to be all things to all people . . . you will lead best by follow- 
ing who you are” (Bukingham, 2005). 

For practitioners of leadership, authentic leaders (George, 2003) 


B® Understand their own purpose. They understand themselves and their motivation and 
what they are looking for. 

» Practice solid values: They have personal values that guide their decisions and their 
actions. These welues develop based on their personal experiences and challenges. 

» Lead with their heart: They are open with their followers and interested in them. 

» Connect with their followers: By sharing themselves with followers, they establish long- 
lasting relationships. 

» Demonstrate self-discipline: They work hard to demonstrate their values and guide 
their followers. 


Howard Schulltz, cofounder and CEO of Starbucks, has created an organization based 
on what matters most to him (see Leading Change in Chapter 10). As a child, Schulltz 
watched his family struggle without health benefits after his father lost his job because 
of an injury. Those experiences left an indelible mark on Schulltz, who made taking 
care of employees, providing health benefits, and not leaving anyone behind the core 
of Starbucks’ culture (Meyers, 2005). Schulltz’ actions as a leader stem from his 
beliefs and values, which are the source of his success as a leader. Bill George (2007) 
cites the case of Wendy Kopp, founder of Teach For America, as another example of 
an authentic leader. With a strong desire to change the world and improve K-12 
education, she organized conferences that included students and business leaders 
while she was a senior at Princeton University. Her isolated background from a mid- 
dle-class family, her consideration of a teaching career, and her passion to make a dif- 
ference led her to create Teach for America and lead the organization through many 
turbulent years before it established itself as a model for community engagement 
(George, 2007). 

In addition to anecdotal and case examples of authentic organizational leaders, 
in the past few years, researchers have started exploring the concept of authenticity 
and are working on clarifying its various components and links to other theories (e.g., 
Avolio and Gardner, 2005). As in the case of spiritual leadership, the prominence of 
the concept of authentic leadership in research is evidenced by a recent issue of The 
Leadership Quarterly devoted to the topic (2005, issue 16). 


Definition and Elements of Authentic Leadership 

Researchers consider authentic leadership to be a continuum where at one end a 
leader is either unaware of his or her values or does not follow them and at the other 
end, the person is able to articulate values clearly and use them to guide his or her 
sbehavior (Figure 6-3; Avolio et al., 2004; Erickson, 1995). The roots of authentic lead- 
ership can be traced back as far as Rogers’ and Maslow’s concept of self-actualization 
and more recently to the positive psychology movement (Seligman, 2002; Seligman 
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Figure 6-3 Continuum of Authentic Leadership. 


and Csikszentmihalyi, 2000), the concept of positive organizational behavior (Luthans 
2002), and optimal self-esteem (Kernis, 2003). While closely related to practitioner 
views of authentic leadership, the research-based models offer further clarification 
Specifically, the concept is considered highly complex and including traits, emotions, 
behaviors and attributions (Avolio and Gardner, 2005; Cooper et al., 2005). Farther 
authenticity is differentiated from sincerity, which involves accurate self-presentations 
rather than being true to oneself (Avolio and Gardner, 2005). Table 6-5 summarizes 
the key elements of authentic leadership. 


Table 6.5 Components of Authentic Leadership. 


Components Description 





Self-a i i i 
wareness Being aware of and trusting one’s emotions, motives, 


complexities, abilities, and potential inner conflicts. 
Ability to consider, within reasonable limits, multiple 
Perspectives and inputs and assess information in a 
balanced manner both in regards to information 
about the self and others. 


Unbiased or balanced processing 


Behaviors are true to self and Focused by own convictions; unencumbered by others’ 

motivated by personal convictions expectations or desire to please others; decisions and 
behaviors guided by personal values; 

Relational authenticity or 

transparency 


Ability to disclose and share information about self 
appropriately and openly to relate to others; achieving 
openness and truthfulness in close relationships. 
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Source: Based on information in Avolio, B. J., and W. L. Gardner. 2005. Authentic leadership development: 
Getting to the root of positive forms of leadership. The Leadership Quarterly 16:315~338; Kernis, M. H, 2003 
Toward a conceptualization of optimal self-esteem. Psychological Inquiry 14:1-26. ce 
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Authentic leadership is still a new theory and remains largely untested (Cooper 
et al., 2005). Some early research, however, indicates that perception of authentic 
leadership is related to employee satisfaction (Jensen and Luthans, 2006) and exten- 
sions of the model are being proposed and developed in various settings, such as 
school (e.g., Begley, 2006) and other cultural contexts (Endrissat, Muller, and 


Kaudela-Baum, 2007). 


Links to Other Concepts 


The concepts of value-based and authentic leadership have much in common with 
other approaches to leadership presented in this chapter. As with all the models, the 
focus is, to a great extaat, on the relationship between leaders and followers and on 
the sharing of a vision for the group. Some researchers suggest that authentic leader- 
ship is at the root of the other concepts (Avolio and Gardner, 2005). Although charis- 
matic, transformational, and spiritual leaders all have to necessarily have some 
element of authenticity, authentic leaders do not necessarily need to be charismatic, 
transformational, or spiritual. Additionally, authentic leaders may lead by being task or 
relationship oriented or by involving and empowering followers to various degrees. 
Because authentic leaders are true to their own self, their behaviors, it is reasonable to 
assume that their actions are not guided by the situation. For charismatic and trans- 
formational leaders, the connection with followers comes from inspirational appeal, 
impression management, or focusing on the followers’ needs. In the case of authentic 
leaders, a focus on followers and on attempts to win them over through arguments 
and rhetoric is usually absent (Avolio and Gardner, 2003). Instead, the authentic 
leader wins over followers by the strength of his or her own beliefs. The authentic 
leader does not focus on others’ expectations. The essence of authentic leadership is 


Applying What You Leam 
Developing Authenticity 


Being authentic may be related to selfesteem = * Focus on understanding and changing 


and other traits and therefore may not be 
something that all of us can simply implement 
after a few days’ practice. It, however, is possi- 
ble to carefully and mindfully develop more 
authenticity. Some practical tips include: 


¢ Develop a clear sense of your values and 
beliefs; know what matters to you most and 
why. 

* Understand how your values impact your 
behavior. 


*% Seek feedback about your behavior, 
strengths, and weaknesses. 


the sources of defensiveness regarding 
your own values, beliefs, emotions, and 
behaviors. 

Engage in open and meaningful conversa- 
tions with your followers and team 
members regarding your values and your 
vision. 

Be mindful of any potential real or 
perceived conflicts and inconsistencies 
between what you say and what you do. 
Stand your ground on issues that are most 
important to you. You can disagree with- 
out being disagreeable! 
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selfawareness, knowing one’s values, and remaining true to them. By knowing themselves 
well and being true to their own beliefs and values, authentic leaders engage their 
followers. 


Evaluation and Application 


As research topics, value-based and authentic leadership present opportunities and 
challenges. The concepts add considerable richness to the study of leadership by 
introducing and considering the role of emotions in the leadership process. Whereas 
most of our theories are cognitive, the concept covered in this section addresses emo- 
tional aspects of leadership. Additionally, the introduction of hope and optimism to 
understanding the leadership process is a significant contribution (Avolio et al., 
9004). At this point in time, however, much of the information about value-based and 
authentic leadership theories is based either on case studies or on anecdotal accounts. 
Although the information is rich and provides many avenues for further study, empir- 
ical research about the topic is still scarce. Instead, the concepts are in the theoretical 
development and refinement phases with substantial opportunities for further contri- 
butions to the field. Among many other areas of research, the cross-cultural applica- 
tions of the concepts in nonindividualistic cultures and their other cross-cultural 
implications should yield interesting results. Additionally, some suggest that concepts 
such as spirituality may be so broad to make empirical research difficult (Starck et al., 
2002) thereby pointing to the need for considerable research to clarify concepts 
(Dent, Higgins, and Wharff, 2005). 

From a practical point of view, value-based and authentic leadership have signifi- 
cant appeal to leaders. With the concept of spirituality playing a greater role, particu- 
larly in the United States, value-based leadership allows for approaching leadership 
from an angle that addresses the needs of many followers. As a root concept for lead- 
ership, authentic leadership provides general guidance for what leaders should focus 
on and avenues for growth. 


SUMMARY AND CONCLUSIONS 


This chapter focuses on recent theories of charismatic and transformational leader- 
ship and value-based and authentic leadership and their impact on leadership prac- 
tice. Although the notion of charisma has been a central element of leadership for 
many years, recent scientific approaches allow for more-thorough descriptions of the 
process. In particular, current approaches view charismatic leadership as a relation- 
ship between leaders and followers, rather than as a combination of leadership traits 
and behaviors. For the charismatic leadership relationship to occur, leaders need cer- 
tain traits and behaviors, followers must demonstrate particular traits and frames of 
mind, and the situation requires an element of crisis. The combination of these three 
factors allows for the emergence of charismatic leadership. 

Charismatic leadership is one of the elements in the transformational leadership 
model. The model suggests that the transactional views of leadership, which focus on 
developing an exchange and transaction contract between leaders and followers, must 
be supplemented with behaviors that lead to organizational transformation. Transfor- 
mational leadership provides vision, inspiration, and the intense emotions required to 
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enact such large-scale changes in organizations. Value-based and authentic leadership 
concepts similarly have a focus on vision and caring for followers and consider the role 
emotions can play in leadership. Spiritual leadership considers how leaders and fol- 
lowers create organizations based on their common values and search for deep mean- 
ing. Authentic leaders build effective organizations based on self-awareness and 
transparent sharing of their personal values. 

Charismatic, transformational, value-based, and authentic leadership concepts 
contribute to the demystification and understanding of leadership processes. They 
offer broad appeal and provide an intuitive understanding of leadership that is applic- 
able to large-scale leadership situations. They are also responsible for a resurgence in 
the interest in leadership. Because of their relatively recent formation, the concepts 
still require much refinement and their use in training leaders needs further develop- 
ment, particularly with regard to identification of various situations under which 
change-oriented leadership might be more appropriate and more effective. 
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LEADERSHIP CHALLENGE: STANDING UPTO 
A CHARISMATIC BUT UNETHICAL LEADER 


You are one of the lucky people who work with a leader who demonstrates considerable 
personal charisma. She holds a grand vision of the future, communicates with passion, 
inspires her followers, and makes them feel special. Because of prior knowledge and expe- 
rience with her, however, you are one of the few people who is aware that she is disingenu- 
ous, is focused on her personal agenda and career, would not hesitate to sacrifice all her 
followers for her own benefit, and is ruthless with those who disagree with her. You know 
that it is only a matter of time before her followers suffer because of her lack of concern 
and extreme self-interest. 


1. Should you share your concerns with other department members? With her 
supervisor? 

2. What are the consequences of your action or inaction? 

3. What course of action would you choose? Why? 
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Leadership in Action: 


French. When she joined Bloomingdale’s, 
her parents did not originally approve of 
their daughter lowering herself to become a 
retailer, although her current position is 
winning their applause (Executive Sweet, 
2005: 1). After Bloomingdale’s, Jung fol- 
lowed her mentor Vass to I. Magnin and 
later to Neiman Marcus. Jung credits Vass 
with teaching her the art of tactful aggres- 
sion, a style that matches Qgr cultural roots 
(Executive Sweet, 2005: 2). She believes that 
she still has traces of what she calls Asian 
submissiveness, although she has learned to 
be tougher in the corporate world (Execu- 
tive Sweet, 2005: 2). Jung joined Avon partly 
because of the corporate culture and partly 
because women being a quarter of the com- 
pany’s board of directors appealed to her. 
She says, “I’m very selective about the com- 
panies I work for. I started at Bloomingdale’s 
because it was committed to developing 
women” (Executive Sweet, 2005: 3). As a 
result, she is a strong believer in mentoring 
and helping others succeed. 

Jung states, “I have a love for this busi- 
ness. I have an enormous amount of passion 
for it... . [love managing people. The prod- 
uct is second to managing the people. And 
marketing to consumers is so challenging 
because it is evolving constantly” (Executive 
Sweet, 2005: 3). She also enjoys building 
consensus among her team and making sure 
everyone’s voice is heard. She makes an 
extra effort to listen to her team members’ 


(Continued ) 


suggestions and ideas. When her global mar- 
keting team was having difficulty finding an 
appealing name for a new facial cream, she 
engaged everyone in the discussion. Joking 
about integrating everyone’s ideas, she States, 
“Tt was like naming a child after your mother, 
your husband’s mother, your grandmother, 
and your great aunt” (Morris, 1997: 79). Her 
constant smile and upbeat approach and atti- 
tude set the tone for her company and send a 
message of confidence and success. Discussing 
leadership, Jung says, “I think there is a big 
and significant difference between being a 
leader and being a manager—leaders lead 
from the heart. Flexibility is one of the key 
ingredients to being successful. If you feel like 
it’s difficult to change, you will probably have 
a harder time succeeding” (Executive Sweet, 


2005: 3). Facing the second big challenge of 


her leadership at Avon in 2006, Jung is ready: 
“Avon had to reinvent itself—and I had to 


reinvent myself along with it” (Jung, 2007), 


With many layoffs and a strategic redirection, 
her primary role continues to be communicat- 
ing about Avon inside and outside the com- 
pany (Byrnes, 2007). 


QUESTIONS 


1. What are the key elements of Andrea 
Jung’s leadership style? 

2. How closely does she match elements 
of charismatic and transformational 
leadership? 





Sources: Avon Executive team at http://avoncompany.com/investor/seniormanagement/jung.html 
(accessed on August 12, 2007); Byrnes, N., 2007. “Avon: More than cosmetic changes,” Business Week, 
April 12: 62-64; Chandra, 8. 2004. “Avon’s Andrea Jung Pins Hopes on China as Sales in U.S. Fade.” 
Bloomberg.com, December 27. http://www.bloomberg.com/apps/news?pid=10000080&sid=aBrmvGQAml 1 c&& 
refer=asia# (accessed January 31, 2005); “Executive Sweet,” Goldsea: Asian American. http://goldsea.com/ 
WW/Jungandrea/jungandrea.htinl (accessed January 31, 2005); Global Influential. 2001. Time.com. 
www.time.com/time/2001 /influentials/ybjung.html (accessed January 31, 2005); Jung, A. 2006. “How to 
succeed in 2007.” CNNMoney.com. http://money.cnn.com/popups/2006/biz2/howtosucceed/40.huml 
(accessed August 12, 2007); Menkes, J. Executive Intelligence (New York: Harper Collins, 2006); Morris, B., 
2004. “If women ran the world it would look a lot like Avon,” Fortune, July: 21; Sellers, P., 2000. “The 50 
most powerful women in business,” Fortune, October 16: 131-160; Setoodeh, R. “Calling Avon’s Lady.” 
MSNBC News: Newsweek, www.msnbc.msn.com/id/6733211/site/newsweek/ (accessed January 31, 2005). 
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Setting an example is not the main means of influencing another; it is the only means. 
— ALBERT EINSTEIN 


There are those who look at things the way they are and ask why. ... | dream of things 
that never were and ask why not? 
—ROBERT KENNEDY 


After studying this chapter, you will be able to: 


i! Differentiate between micro and upper-echelon leadership. 

«2 Describe the domain and roles of strategic leaders in the management of an organization. 
2 Identify the external and internal factors that impact strategic leaders’ discretion. 

[". List the individual characteristics of strategic leaders and their impact on leadership style. 


| Contrast the four strategic leadership types and discuss the role of culture and gender in 
strategic leadership. 


i! Explain the processes through which strategic leaders manage their organization. 
i) Review issues of executive compensation and accountability. 


i Describe the characteristics and challenges of leadership in nonprofit organizations. 


he press in business, public, and health sectors is replete with examples of leaders. 
Many publications and professional associations present yearly awards for the best 
leaders in their industry. The health-care industry awards a “best health care adminis- 
trator award”; best and worst city mayors are ranked regularly, as are best and worst 
business leaders. Based on the amount of attention given to top executives, one can 
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deduce that practitioners clearly believe that the top leader of an organization is 
important, but the academic interest in how leaders impact organizational elements 
such as culture, strategy, and structure is relatively new. With the exception of some of 
the leadership models discussed in Chapter 6, none of the leadership theories pre- 
sented so far in this book directly addresses the role and impact of upperechelon lead- 
ers. These issues are typically the domain of strategic management. Until recently, 
however, research in strategy focused more on the content and types of strategies lead- 
ers implement rather than on the leadership process itself. This chapter will clarify the 
differences between micro and upper-echelon (macro) strategic leadership and con- 
sider individual characteristics of strategic leaders and the processes through which 
they affect their organization. We will also briefly address the special characteristics and 
challenges leaders may face in nonprofit organizations. 


DIFFERENCES BETWEEN MICRO AND UPPER-ECHELON 
STRATEGIC LEADERSHIP 


The reviews of the role of upper-echelon leadership in organizations suggest that 
the practitioners’ efforts at understanding executives are justified (see Finkelstein 
and Hambrick, 1996; Hambrick, 2007; Hambrick and Mason, 1984; Nahavandi and 
Malekzadeh, 1993a). Although somewhat fragmented, the research results show that 
the CEO has impact on the direction an organization takes and on its strategy; CEOs 
matter (Auden, Shackman, and Onken, 2006; Papadakis and Barwise, 2002). Many of 
the leadership concepts and processes presented in previous chapters operate regard- 
less of the level of the leader. For example, the basic definition of leadership and lead- 
ership effectiveness can be transferred from small groups to upper echelons with only 
minor adjustments. Upper-echelon leaders are still the people who guide others in 
goal achievement, and their effectiveness depends on maintaining internal health and 
external adaptability. Therefore, the major differences between micro and macro 
leadership are not in the nature of the process but rather in the level and scope of 
leadership. We call upper-echelon leaders “strategic leaders” because they affect the 
whole organization. Strategic leadership is a leader’s ability to anticipate events and 
maintain flexibility and a long-term perspective in order to guide the organization 
(Christensen, 1997). Table 7-1 summarizes the differences between micro and strate- 
gic leadership. 
One of the first differences between micro and strategic leadership involves iden- 
tifying who the leader is. In the case of micro leadership, the person leading the group, 
team, or department is clearly the leader. In the case of strategic leadership, the issue is 
often not that simple. The leader of the organization might be the president, CEO, or 
chief operating officer (COO), or it could be a top management team (TMT) made up 
of division heads and vice presidents. In some cases, the relevant strategic leadership is 
a governance body such as the board of directors, board of regents, or supervisors. Any 
of these individuals or groups might be the senior executives who make strategic 
choices for the organization. Research indicates that the makeup and characteristics 
of the TMT relate to factors such as degree of globalization (e.g., Levy, 2005; Nadkarni 
and Perez, 2007), the success of turnaround strategies in organizations that face 
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Table 7-1 Differences Between Micro and Strategic Leadership. 


Micro (Group) 
One person heading 
a group, team, or 
department 


Strategic (Upper Echelon) 

A person heading a whole organization 
with a variety of titles (president, CEO, 
COO);Top Management Team (TMT); 
governance body such as board of 





Who is the leader? 


directors 
What is the scope? Small group, team, or Entire organization 
department 
Where is the focus? _ Internal External 


What are the Productivity; quality; Stock prices and other financial 
effectiveness employee satisfaction measures; stakeholder satisfaction 
criteria? and motivation; turnover; 


absenteeism 
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performance challenges (e.g., Lohrke, Bedeian, and Palmer, 2004), or corporate social 
responsibility (Simerly, 2003). 

A second difference in leadership at the two levels is the scope of the leader’s 
impact. Whereas most micro leaders are concerned with small groups, departments, 
or teams, upper-echelon leaders have jurisdiction over entire organizations that 
include many smaller groups and departments. Because of this broader scope, upper- 
echelon leaders have discretion and power over many decisions. For example, when a 
city mayor makes a decision, thousands, and in some cases millions, are affected. 
When the CEO of GM and his TMT decide to downsize, more than 300,000 employees 
are at risk, not to mention thousands of suppliers and the employees’ families and 
communities. By comparison, the scope of micro leaders’ decisions is limited to a 
smaller number of individuals. 

A third difference between the two groups is their focus. The micro leaders’ 
focus is typically internal to the organization and includes factors that affect their 
teams or departments. Part of their job may involve dealing with external constituents, 
as may be the case with a customer representative or a sales manager, or they might be 
under pressure to take on a more strategic view even in their small department. They, 
however, generally do not need an external view to perform their job. In comparison, 
the job of the upper-echelon leader requires almost equal attention to internal and 
external factors. Dealing with outside constituents, whether they are stockholders, gov- 
ernmental agencies and officials, or customers and clients, is central to the function of 
executives. 

The effectiveness criteria are also different for the two groups. Although, in a 
general sense, they are both effective when they achieve their goals, micro leaders 
focus on department productivity, quality of products and services, and employee 
morale. Effectiveness for the upper-echelon leader is measured by overall organiza- 
tional performance, stock prices, and satisfaction of outside constituents. The hospital 
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administrator has to integrate internal productivity issues with overall performance. 
The CEO of a major corporation does not focus on turnover of employees as a mea- 
sure of personal effectiveness. Instead, the criteria are overall return on Investment 
and the corporation’s growth. 


THE DOMAIN AND IMPACT OF STRATEGIC 
LEADERSHIP 
What is the role of senior executives? Do they simply provide direction, or do they stay 


involved in the day-to-day operations of their organization? The answer depends in part 
on the leader’s style ay personality. Six strategic forces depicted in Figure 7-1, are the 


primary domain of strategic leadership (Malekzadeh, 1995). Culture is defined asa com- . 


mon set of beliefs and assumptions shared by members of an organization (Schein, 
2004). Structure is comprised of the basic design dimensions (centralization, formaliza- 
tion, integration, and span of control) that organize the human resources of an organi- 
zation (Pugh et al., 1968). Strategy addresses how the organization will get where it wants 
to go—how it will achieve its goals. The environment includes all the outside forces that 
may potentially affect the organization. Technology is the process by which inputs are 
transformed into outputs, and leadership includes managers and supervisors at all levels. 
Any strategic effort requires a balance and fit among the strategic forces. When the 
fit is good, the organization possesses a greater potential to be effective (Nahavandi and 
Malekzadeh, 1999). Consider the example of Jagged Edge Mountain Gear (JEMG), a 
Colorado-based company that specialized in fashionable mountaineering clothing. Twin 
sisters Margaret and Paula Quenemoen founded the company in 1993 based on the 
Asian philosophy that focused on the journey and process (Nahavandi and Malekzadeh, 
1999: 108-109). JEMG’s goal was to become a nationally recognized competitor in their 
industry. As Quenemoens state, however, “We are our own competition. We do what we 


Figure 7-1 The Domain of Strategic Leaders: The Six Strategic Forces. 


| Technology 
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think is right” (Nahavandi and Malekzadeh, 1999: 108). To achieve their goal, the sis- 
ters attracted a group of passionate mountain enthusiasts who perform the many busi- 
ness functions while remaining dedicated to cold-weather, extreme sports. The JEMG 
owners, managers, and employees worked together and played 

together. The culture of the organization was informal and exuded Any strategic effort 
the members’ passion for their sports. The structure, although sed fic arnong the 
formally stated, remained informal, with a heavy reliance on partici- 

pation and empowerment. In addition, because of the company’s the fit is good, the 


relative isolation in Telluride, everybody depended on information erganization possesses 


technology to stay in touch with the marketing division located in 4 greater potential 
Salt Lake City and their suppliers in Massachusetts, Tennessee, and to be effective. 
China. The Quenemoens ran JEMG successfully by creating a fit 

among the six strategic forces. 

The simultaneous management of the six forces is the essence of strategic man- 
agement (Malekzadeh, 1995). The upper-echelon leader’s role is to balance these vari- 
ous factors and set the direction for the organization. Once a direction is selected, 
internal forces (e.g., culture, structure, and leadership) come into play once more to 
move the organization toward its selected path. 


Role of Strategic Leaders 


Strategic leaders (CEO or the TMT) are the ones in charge of setting and changing 
the environment, culture, strategy, structure, leadership, and technology of an organi- 
zation and motivating employees to implement the decisions. Their role is to devise or 
formulate the vision and strategy for their organization and to implement those strate- 
gies; they play the dual role of strategy formulator and implementer (Nahavandi and 
Malekzadeh, 1993a). If an organization has not drafted a strategy or is looking for 
major changes and strategic redirection, the leaders have a vital role in formulating 
the direction of the organization based on their reading of the environment. If, on the 
other hand, the organization has a well-established, successful strategy already in 
place, the leaders become a key factor in implementing that strategy. The dual role of 
strategic leaders is depicted in Figure 7-2. 

Although they play a central role in creating and maintaining major organiza- 
tional elements, the top managers’ influence often is moderated by a number of orga- 
nizational and environmental factors. Therefore, although leaders are highly influen- 
tial in many aspects of organizational decision making, many circumstances and 
variables limit a leader’s discretion. The next section considers these factors. 


Executive Discretion: Factors That Moderate =<. 
the Power of Leaders 


Upper-echelon leaders do not have unlimited power to impact their organization. The 
research about the limits of their power comes under the label of managerial or execu- 
tive discretion (Finkelstein and Hambrick, 1996, Hambrick and Finkelstein, 1987) and 
is the subject of considerable research in strategic management for its impact on firm 
performance in a variety of areas (e.g., Aragon-Correa, Matias-Reche, Senise-Barrio, 
2004; Bates, 2005) and CEO compensation (e.g., Cho and Shen, 2007). Table 7-2 pre- 
sents the factors that moderate a leader’s discretion. They are divided into external 


strategic forces. When 
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Figure 7-2 Dual Role of Upper-Echelon Leaders. 


environmental and internal organizational factors. Both sets operate to limit the direct 
or indirect impact of senior executives on their organization. 


External Environmental Factors 

Several researchers suggest that the leader’s role becomes more prominent when orga- 
nizations face an uncertain environment (Gupta, 1988; Hall, 1977; Hambrick and 
Finkelstein, 1987). For example, in highly dynamic industries such as high technology, 


Table 7-2. Moderators of Executive Discretion. 


External Environmental Factors Environment Uncertainty 
Type of industry 

Market growth 

Legal constraints 
Stability 


Size and structure 


Internal organizational factors 


Culture 
Stage of organizational development 
Presence, power, and makeup of TMT 
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computers, or airlines, top managers must scan and interpret their environment 
actively and make strategic decisions based on their interpretations. Such activities pro- 
vide many opportunities for a leader to affect the organization. Charlie Feld, founder 
and CEO of the Feld Group, a technology and management consulting company that 
specializes in turnaround strategies, believes that the leader’s vision and priority setting 
are essential to surviving a crisis (Maruca, 2001). Other external forces include market 
growth and legal constraints. In fast-growing markets, strategic leaders have consider- 
able discretion to set and change the course of their organization (Haleblian and 
Finkelstein, 1993). Legal constraints, such as environmental laws, health and safety 
regulations, and international trade barriers, however, limit the discretion of leaders. In 
such environments, many of their decisions already are made for them, leaving less 
room for action. 

Consider the case of utility companies that, up until a few years ago, faced a stable 
and calm environment. As competition increases and governments deregulate the 
industry, leaders of these utility companies are becoming more prominent. Similarly, 
the leaders of the computer industry, such as Steve Jobs (Apple), Bill Gates (Microsoft), 
and Michael Dell (Dell Computers), have become household names, as have leaders in 


many of the Internet companies, such as Margaret Whitman (eBay) and Amazon.com’s 
Jeff Bezos. 


Internal Organizational Factors 

When organizations face internal uncertainty, organizational members question exist- 
ing practices and decisions and rely more heavily on the leader to provide direction 
and guidance. In routine situations, organizational rules and regulations and a well- 
established culture in effect become substitutes for leadership (Kerr and Jermier, 
1978). One example of a situation in which leaders are heavily relied upon would be 
during a threatened or actual merger. The employees are likely to seek direction from 
their CEO, whose every word and action will be interpreted as a signal and whose atti- 
tude toward the merger will be a.,role model for the employees. Professor Mike Useem, 
director of the Center for Leadership and Change at the University of Pennsylvania’s 
Wharton School of Business, suggests that a leader’s calm and confidence is a key fac- 
tor in managing during times of crisis (Maruca, 2001). The sense of crisis provides the 
stage for leaders to increase their impact or to demonstrate charismatic leadership 
behaviors (see Chapter 8), which influence followers to a high degree. 

Size and structure are the second set of internal moderators of discretion. The 
larger an organization is, the more likely it is that decision making is decentralized. As 
an organization grows, the impact of the top managers on day-to-day operations 
declines. In small organizations, the desires of a top manager for a certain type of cul- 
ture and strategy are likely to be reflected in the actual operations of an organization. 
In large organizations, however, the distance between the leader and other organiza- 
tional levels and departments leads to a decline in the immediate effect of the leaders. 
For example, the U.S. Postal Service is the largest employer in the world, with more 
than 650,000 employees. The postmaster’s influence is diffused through numerous 
layers of bureaucracy and probably is not felt by local post office employees. This fil- 
tering also could be one reason it is difficult to change large organizations. Even the 
most charismatic, visionary leader might have trouble reaching all employees to estab- 
lish a personal bond and energize them to seek and accept change. 
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One of the causes of internal and external uncertainty is the organization’s life 
cycle or stage of development (Miller, 1987; Nahavandi and Malekzadeh, 1993a). 
When an organization is young and in its early stages of development, the impact of a 
leader’s personality and decisions is pervasive. The personality and style of the 
leader/entrepreneur are reflected in all aspects of the organization. The younger an 
organization is, the more likely it is that its culture, strategies, and structure are a 
reflection of its leader’s preferences. As the organization. matures and grows, the 
leader’s influence decreases and is replaced by the presence of a strong culture and a 
variety of well-established, successful routines. It is often at this stage that the founders 
of an organization leave and move on to new ventures. The leader’s influence, how- 
ever, becomes strong once again when the organization faces decline. The lack of suc- 
cess and the perceiveé need to revitalize the organization increase the reliance on the 
top managers. They once again have the opportunity to shape the organization. The 
case of A.G. Lafley (see Leadership in Action at the end of this chapter) at P&G illus- 
trates this point. When Lafley become CEO in 2000, P&G faced .a crisis in terms of 
both performance and employee morale. Lafley was the center of attention inside and 
outside the company as he slowly changed the culture and led the company to prof- 
itability. Lafley sees himself as a change agent who focuses on the longer-term good of 
the company (Jones, 2007). 

Mickey Drexler, current CEO at J. Crew and former chief executive of Gap Inc., 
was credited with Gap’s success in the late 1990s. Some even claim that he invented 
casual chic by allowing the average consumer to be better dressed at a reasonable cost 
(Gordon, 2004). He was also known for having considerable power. One former Gap 
employee states, “Mickey is omnipotent. There is nobody who is his equal. There is 
nobody who is near his equal” (Munk, 1998). Both at Gap and J. Crew, Drexler exer- 
cises considerable control and impact over his organization. He makes decisions 
regarding even minute details of the products and likes to communicate instantly 
using the public-address system (Kiviat, 2007). Because the Gap was relatively new at 
the time and was experiencing a revival, Drexler’s influence was pervasive. Another 
example of the leader’s impact in the early stages of an organization’s life is Oprah 
Winfrey—the first African American and the third woman to own a television and film 
production studio with more than $300 million in annual revenue, runs an organiza- 
tion that reflects her high-energy, supportive style (Lee and Turner, 2004). 

The last moderator of power and influence of top managers of an organization is 
the presence, power, and homogeneity of a TMT (Hambrick, 1987). As noted at the 
beginning of the chapter, upper-echelon leadership often involves working within a 
team; the presence of the team and how it interacts with the CEO has a strong impact 
on an organization (Peterson et al., 2003). Ifan organization does not have a TMT or 
if it is weak, the impact of its CEO is likely to be more direct. If, on the other hand, the 
organization is managed by a powerful TMT, such a team will moderate the power and 
discretion of the individual leader. For example, in 2005, Carl Vogel, the CEO of 
Charter Communication, a cable company, quit his job partly over frustration over the 
lack of support from several of the company board members (Grant, 2005). Douglas 
Pertz was ousted by the company’s board only four months after becoming CEO 
because the company’s shares plummeted as soon as he took over (Dash, 2007). 

An interesting twist on the role and power of the TMT is the degree to which 
the members are similar to the leader and the diversity of the board. Much research 
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indicates that leaders often pick board of director members and other top advisors 
who are similar to them. The more similar the TMT is to the leader, the greater the 
power of the leader (Miller, 1987). Diversity in the board can have an impact on how 
the company makes decisions (e.g., Jansen and Kristof-Brown, 2006). Many organiza- 
tions take into account the importance of heterogeneity in the makeup of the TMT or 
board of directors. When Mercedes, the German automobile manufacturer, built a 
plant in Vance, Alabama, the heart of the Deep South, the executive leaders deliberately 
pieced together a diverse team of executives. It included managers with Detroit auto- 
mobile experience, several who had worked for Japanese plants in North America 
and four Germans (Martin, 1997). The team was designed to provide the best possible 
mix of experience for running a successful foreign automaker in the United States. 
The potential problems with a weak board or inattentive and conforming members 
are obvious in recent corporate scandals such as that of Dick Grasso (see Leadership 
in Action case in Chapter 5) or at Tyco (Bray, 2005). Because of the importance and 
potential power of the TMT, it has been the subject of considerable research in the past 
few years (for a review, see Carpenter, Geletkanycz, and Sanders, 2004). Additionally, 
many shareholders and stakeholders are increasingly calling for more powerful and 
involved board members who can closely oversee the actions of the CEO, making board 
memberships both riskier and more time consuming (Raghavan, 2005). 

These external and internal moderating factors limit the power and discretion of 
strategic leaders and can prevent the leader from making a direct impact on the orga- 


nization. The next section considers the key relevant, individual characteristics of 
upper-echelon leaders. 

















CHARACTERISTICS OF UPPER-ECHELON LEADERS 


What impact do executives’ personality and other individual characteristics have on 
their style and the way they run. the organization? Are some characteristics or combi- 
nations of characteristics more relevant for upper-echelon leadership? Information 
about upper-echelon leadership characteristics is somewhat disjointed. Research 
about micro leadership presented throughout this book identified several important 
dimensions in predicting and understanding small-group leadership; the task and 
relationship dimensions, in particular, have dominated much of leadership theory for 
the past 40 to 50 years. Despite the success of those dimensions, however, they do not 
necessarily provide predictive value when dealing with upper-echelon leadership (Day 
and Lord, 1988). A number of different studies identify the individual characteristics 
of upper-echelon leaders. 


Demographic and Personality Traits 


Older CEOs are generally more risk averse (Alluto and Hrebeniak, 1975), and insider 
CEOs (as opposed to those who are brought in from outside) attempt to maintain the 
status quo and are, therefore, less likely to change the organization (Kotin and Sharaf. 
1976; Pfeffer, 1983). Researchers also considered the impact of an upper manager’s 
functional background on an organization’s strategic choices (Song, 1982), and a 
body of research explored the various personality characteristics with a recent focus 
on the impact of charismatic and transformational leadership (e.g., Leban and Zulauf, 
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2004; Waldman, Javidan, and Varella, 2004), emotions (e.g., Kisfalvi and Pitcher, 
2003), and emotional intelligence (e.g., Scott-Ladd and Chan, 2004). The concept of 
locus of control (see Chapter 3) is one variable that has shown links to upper-echelon 
decision making. Managers with internal locus of control emphasize research and 
development (R&D) and frequent product changes. They also tend to be more innoy- 
ative than those with an external locus of control (Anderson, Hellriegel, and Slocum, 
1977). Another measure is the Myers-Briggs Type Indicator (MBTI; see Chapter 3), 
The overall pattern of results suggests that different MBTI types 
perceive risk differently and, as a result, select different strategies, 
Most of the leader’s personal characteristics studied have some 
impact on organizational decision making, although the effect is not 
alway#strong. Two common themes run through the research about 
individual characteristics of strategic leaders. They are the degree to 
which they seek challenge and their need for control (Nahavandi 
and Malekzadeh, 1993a). 


Challenge Seeking 

A number of researchers considered the upper-echelon leader’s openness to change 
to be an important factor of strategic leadership. Upper-echelon management’s entre- 
preneurship (Covin and Slevin, 1988), openness to change and innovation, futuricity 
(Miller and Freisen, 1982), risk taking (Khandwalla, 1976), and transformational and 


charismatic leadership (Tosi et al., 2004) are all part of this theme. The common — 


thread among these constructs is the degree to which leaders seek challenge. How 
much is the leader willing to take risks? How much will the leader be willing to swim in 
uncharted waters? How much does the leader lean toward tried-and-true strategies 
and procedures? A more challenge-seeking person is likely to engage in risky strategies 
and undertake new and original endeavors (Nahavandi and Malekzadeh, 1993a). A 
leader who does not seek challenges will be risk averse and stick with well-established 
and previously proven methods. The challenge-seeking dimension is most relevant in 
the way a leader formulates strategy. For example, one leader might pursue a highly 
risky product and a design strategy that will help produce and market such a product 
by accepting a high level of failure risk. 

Challenge-seeking executives are celebrated in the current climate of crisis in 
many institutions. Richard Branson’s willingness to take risks (see Leading Change in 
Chapter 6) has been key to his success and his fame. David Rockwell, the visionary 
behind many of New York’s trendiest restaurants, is in high demand because of his cre- 
ativity and his ability to harness the energy of 90 designers who work for him (Breen, 
2002). Monica Luechtefeld, the e-commerce chief of Office Depot with its annual rev- 
enue of more than $1] billion, is one of the “fearless mavericks” of e-commerce 
(Tischler, 2002: 124). She attributes her willingness to take on tasks that others shun to 
her parents’ constant messages of “you can do anything” and “figure it out,” an approach 
she passed on to her son who was raised hearing “Why not?” from her (Tischler, 2002). 


Need for Control 

*The second theme in research about CEO characteristics is the leader’s need for con- 
trol, which refers to how willing the leader is to give up control. The degree of need for 
contro] is reflected in the extent of delegation and follower participation in decision 
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making and implementation of strategy. Other indicators are the degree of centraliza- 
tion and formalization or encouragement and the degree of tolerance for diversity of 
opinion and procedures. Issues such as the degree of focus on process and interper- 
sonal orientation (Gupta, 1984), tolerance for and encouragement of participation 
and openness, and what one researcher has called “organicity,” which generally refers 
to openness and flexibility (Khandwalla, 1976), are all part of this theme. 

The leader with a high need for control is likely to create an organization that is 
centralized, with low delegation and low focus on process (Nahavandi and Malekzadeh, 
1993a, b). The culture will be tight, and focus will be on uniformity and conformity. 
The leader with a low need for control decentralizes the organization and delegates 
decision-making responsibilities. Such a leader encourages an open and adaptable 
culture, with a focus on the integration of diverse ideas rather than conformity to a 
common idea. The culture will encourage employee involvement and tolerance for 
diversity of thought and styles (Nahavandi and Malekzadeh, 1993a). 

No apparent pattern emerges regarding how controlling the upper echelons of 
successful organizations are, despite the empowerment trends. In some cases, such as 
the CEO and TMT of Johnson & Johnson, decentralization and autonomy of various 
units are built into the credo of the organization and are central to the success of the 
company (Barrett, 2003). Similarly, A.G. Lafley, CEO of P&G (see Leadership in 
Action at the end of this chapter), has pushed power and control down to his man- 
agers to encourage creativity and flexibility. On the other end of the control spectrum 
are Mickey Drexler, CEO of J. Crew, who is well known for keeping a hand in every 
detail of his company, and Carly Fiorina, whose tight control was blamed for the 
turnover of several top Hewlett-Packard (HP) executives. 

An interesting potential impact of a CEO’s need for control is the implementa- 
tion of cultural diversity programs in an organization. If the CEO focuses on uniform 
approaches and unique cultures, little room exists for cultural diversity. On the other 
hand, if diversity is one of the issues that the high-control CEO focuses on, the organi- 
zation is likely to implement diversity programs aggressively in order to achieve the 
uniform goals set by the CEO. Such a situation appears to have taken place at GE, 
where Jack Welch pushed cultural diversity and the advancement of women as one of 
his personal goals. His high-control style was partly responsible for the success of such 
policies. Herb Stokes, the outspoken CEO of Alliance Relocation Services LLG, is 
equally relentless about diversity issues. He targets specific minority groups when hir- 
ing employees and will not budge until he gets his way (Hofman, 2001). Answering 
hints of discrimination, he states, “I’m not discriminating at all. I made a conscious 
decision that I wanted a diverse company, so I recruit from sources—em ployment 
Se placement companies—that are going to give me diverse people” (Hofman, 


Strategic Leadership Types 


The two themes of challenge seeking and need for control impact leaders’ decision 
making and managerial styles and the way they manage the various strategic forces 
(Nahavandi and Malekzadeh, 1993a, b). First, the upper-echelon leader must under- 
stand and interpret the environment of the organization. Second, as the primary deci- 
sion maker, the leader selects the strategy for the organization. Third, the leader plays 
a crucial role in the implementation of the chosen strategy through the creation and 


ZIT 


236 Part IT Contemporary Concepts 


sieanras oienianga wltentlenet cok serach nis BSbtest rhe Sastre a omens ie 























DESIRE FOR CONTROL i 
High Control Low Control i 2U YU ” v 
: ; 3, 5 38 8 ‘ 
a é gu eS n a v bi ov “ 
High Challenge é 52 52 SPL a Co 4 Ss 
Seeking High-Control Innovator (HCI) Participative Innovator (PI) f ee £ S E fy eg z eE¢vs oz 
: 4 = oO > Oo 
. i ¥ we | Uo uU vu Us wus ea 
Challenge-sceking leader who Challenge-seeking leader who : fi as =| s S sg; S eas hd S 
maintains tight control of delegates control of [ | £ a= ya § v a 5 2 S, 
the organization the organization i S| 22% w D%y GEy OE wy ES 
. [ S\ges gas gel sh 58 
= 0 = oO = = 
CHALLENGE i a) 43 °5 S ss $38 338 es 
SEEKING ‘ = 2 8 
Status Quo Guardian (SQG) Process Manager (PM) 5 5 8 5 E & 
i ra 9 cs 
@Challenge-averse leader who Challenge-averse leader who 93 3 3 3 % E 5 0d = = 
maintains tight control of delegates control of of of wish 3 5 floes 
Low Challenge the organization the organization g a ne eo = ax 2 ast iN ¢ 6 es 
Seeking i 3; oo io fCSes fag 38 
co] & pe Soe EwMN es FOS gs 
. 3/ 85a 85a o§54 0 ola 2 eé 
4 b/ go 9 oa 3 oe2u a 8 fe SoS 
g WJOER OFLA QELRE AVA 5 8 
. . : ks zs 
Figure 7-3 Four Strategic Leadership Types. iL ee ese 2% a 3G a8 
2 ao go? 250 3 & fe § 
Yt) = £€*g Sey ‘ee g & 
g Fes #32 S352 2828p: £° 
' pet OF & oO0U0 £4 fA 2: pa 2 oo 
5 cfoee wes Fag? BSys8 #8 
S| wv oo 9 O "%O > DOW S oe 
; ; “” el o53 a5 os ee 27 
encouragement of a certain culture and structure and the selection of leaders and x 3/928 62g 2 Spey g BE -° ers 
= i a yous pogc = = = 
managers throughout the organization. ” Vi ada Ave TESh TLELQ ss 
Challenge seeking and need for control combine to yield four strategic leader- Ss v 4 ca ra ce 
: 3 < 3 
ship types (Figure 7-3). Each type represents an extreme case of strategic management Be : So 3 Q 2 os 2 
; . : : : . og oe j 
style, and each handles the strategic forces in a manner consistent with his or her basic ” ‘. a 2 2% o a9 & uv o = - 
: : o aa v S65 o 
tendencies and preferences. Given the pressure toward empowerment, employee par- Oo o| 4 § v 7 3 5 4 a = ee cm 
Danyy : ‘ . ae 2 cee f. ree 
ticipation, and the perceived need by many to be unconventional and innovative in all e #} 235 8 3 6 5 662 > 35 § 
e : i i. + wl) c woe c 
aspects of an organization, it might appear that some types of leaders are more desir- 2 w/ res 326 Tee I£6 3 zt 
able than others. The participative innovator (PI), in particular, could be perceived as 5 = en: 
ideal. Such an assumption, however, is inaccurate; different leadership styles fit differ. aS) ¥ os 5 aa 
races . : 25 s a) 
ent organizations based on their long-term strategic needs. a s|'-8 Sc 2 “oe o a 
y Bete 425 BESR oe 7a 
: F F Peers bo 6| 2 Po 358 SF aoe Ys eae 
Strategic Leadership Types and Their Impact on Organizations g £ rd <9 22 §£83q FSR se 
: ; P ‘ ; \ ve] oFr— c oc > a 
The first strategic type is the high-control innovator (HCI). The HCI leader is a chal 5 | 2e% pee g S35 BEd ta 
: ease se ae as ; e499 = 5 = 9 oO © 
lenge seeker who likes to maintain tight control over organizational functioning. This | 2 see Je wore 225 5 S 
type of leader sees opportunities in the environment and is willing to use technologi- Chun w as 
: ‘ : . . % & 
cal advancements to achieve goals. HCIs look for risky and innovative strategies at the of P58 GES BS Lee gs 
¥ . . . : : 9 a = ‘Ss cy 8 
corporate and business levels that involve navigating uncharted territories and enter- 3 : 5 E 4 Pe % he 568 gee E § 
: 2 ; ; = 2 6 2 ° 5 
ing new markets or new industries. (See Table 7-3 for asummary of leaders’ impact on a) S £/ 6 2: cS 3 So £5 Pas go 
Pare : : : < ¥ c/o ao & > Sos a 
an organization and how they perceive and manage the six strategic forces.) E esol ee58 £8 6 e2ho 42 o q S 
. ‘ : =| 0 cU asprev 2 
As opposed to the need for innovation when concerned with external factors, c Ei 3 a3 € Pac 23 89 &2s3 es 
‘ i : é . fe sc Qa (o) 5 Ae ~ 
HClIs tend to be conservative in the management of their organization. The HCI et @wWlache 28S 2H55 FSGS. FF. 
leader has a high need for control that leads to the creation of a highly controlled cul- a) 5 2s 4 
‘ ‘ ‘ : = BS a) 
* ture in which adherence to common goals and procedures is encouraged and rewarded. 4 8 O o - pea 
ts hea neta : : d wa as 
Decision making is likely to be centralized, with the leader delegating few if any of - all = 7) a. a. 3 § 5 
. oe . . . . oo: : & 
the major decisions. The ideal organization for an HCI leader is one that is innovative 3 g 2 
Ss 
! 
237 





238 


Part II Contemporary Concepts 

and focused. The employees share a strong common bond and believe in “their way” 
of managing. Mickey Drexler, discussed previously, provides an example of an HCI. 
He has been described as a “visionary and a control freak” (Gordon, 2004). Although 
innovative and a risk taker in his strategies and marketing, he keeps a tight control 
over his organization. Drexler is described as a relentless “store walker” who picks on 
every detail (Kiviat, 2007). He is also known for his creativity and his ability to pick suc- 
cessful new trends. He states, “I like to race, run and compete. ... I'd rather make 
quick mistakes than have long slow successes” (Dicocco, 2006). His COO at the Gap 
described him this way: “Mickey's always looking for a way to improve. He is always on 
the road, always talking to people in stores” (Munk, 1998: 82). Another Gap manager 
noted, “Nothing gets by Mickey. His attention to detail is extraordinary. He looks at 
threads, buttons, evéfything. He’s difficult and very demanding. He can attack” (71), 
Both at the Gap and in his new leadership role at J. Crew, Drexler is known for his knowl 
edge and control of every detail. He admits, “I spot details quickly” (Gordon, 2004). 

Unlike the HCI, the status quo guardian (SQG) does not seek challenge; how- 
ever, like the HCI, SQGs want to maintain control (see Figure 7-3). This type of leader 
needs control over the internal functioning of the organization and is risk averse. 
SQGs perceive their environment as threatening and tend to want to protect their 
organization from its impact. They do not seek new and innovative strategies, but 
rather stick to tried and well-tested strategies (Nahavandi and Malekzadeh, 1993b). 
The organization run by an SQG leader is not likely to be an industry leader in new- 
product development and innovation. It, however, might be known for efficiency and 
low cost. 

The ideal organization for an SQG leader is highly focused and conservative with a 
tight, well-defined culture that expects employees and managers to conform to existing 
practices and procedures. Decision making is highly centralized, with the SQG leader 
keeping informed and involved in the majority of decisions. Janie and Victor Tsao, Ine. 
magazine’s 2004 entrepreneurs of the year, built their $500-million, 300-person com: 
pany, Linksys, on frugality, hard work, and tight control of every operation and deci- 
sion (Mount, 2004). Although they develop networking products and allow employees 
to run their own projects, the husband-and-wife team believes that their product is nei- 
ther spectacular nor involves any particular genius—just a good business plan and 
tight execution. One of their employees described their style: “Victor and Janie really 
like to see people execute” (Mount, 2004: 68). Tootsie Roll Industries Inc. is another 
company run by SQG leaders: Ellen Gordon, president, and her husband Melvin, 
chair of the board, along with four other executives, fully control all operations. 


Tootsie Roll is named repeatedly as one of the best-run small companies in the United - 


States. Much of the credit for its success goes to the Gordons for their single-minded 
focus on their business and their benevolent, authority-oriented styles. The company 
managed to focus on the candy-making business for 100 years and through a number 
of defensive moves, warded off acquisition attempts. With a narrow strategy and tight 
controls, the Gordons encourage openness and feedback from employees and con- 
tinue to build a strong, conservative culture. 

The participative innovator is diametrically opposed to the SQG. Whereas the 
SQG values control and low-risk strategies, the PI seeks challenge and innovation on 
the outside and creates a loose, open, and participative culture and structure inside 
the organization. PIs view the environment as offering many opportunities and are 
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open to outside influences that could bring change in all areas, including technology. 
Similar to the HCI, the PI is a challenge seeker and is likely to select strategies that are 
high risk. An organization run by a PI is often known for being at the cutting edge of 
technology, management innovation, and creativity. 

The ideal organization for a PI leader is open and decentralized, with many of 
the decisions made at the lowest possible level, because the leader’s low need for con- 
trol allows for delegation of many of the decisions. The culture is loose, with much tol- 
erance for diversity of thought and practice. The only common defining element 
might be tolerance of diversity—a “vive la difference’ mentality. Employees are encour- 
aged to create their own procedures and are given much autonomy to implement 
their decisions. The key to PI leadership is allowing employees and managers to 
develop their own structure and come up with ideas that lead to innovative products, 
services, and processes. 

Ricardo Semler (see Leading Change in Chapter 5) is celebrated for his willing- 
ness to give up control and empower his employees while implementing innovative 
management strategies. Not only is Roy Wetterstrom, an entrepreneur who created 
several businesses, a high risk taker, but he also believes that “to make a big strategic 
shift, you'll need to take a breather from day-to-day stuff” (Hofman, 2000: 58) and push 
responsibility down the chain of command. John Chambers, CEO of Cisco Systems 
since 1995, often introduces himself as the “corporate overhead,” serves ice cream to 
his employees, is open to ideas, is willing to adapt, and relies heavily on others to make 
decisions (Kupfer, 1998). One Cisco employee described the culture: “John has instilled 
a culture in which it’s not a sign of weakness but a sign of strength to say, ‘I can’t do 
everything myself’” (86). 

The last type of strategic leader, the process manager (PM), has the internal ele- 
ments of PI leadership and the external elements of SQG leadership. The PM leader 
prefers conservative strategies that stick to the tried and tested. PMs are likely to shy away 
from risky innovation. The PM’s low need for control, however, is likely to engender 
diversity and openness within the organization. Employees are not required to adhere 
to common goals and culture. As such, they have autonomy, and day-to-day operations 
are not highly standardized; the basic condition for decision making is not to create 
undue risk for the organization. 

Jon Brock, who was the CEO of the world’s No. 1 beer maker until 2006, is a 
process manager. His company InBev is part Brazilian and part Belgian with headquar- 
ters in Louvain, Belgium. It produces the famous Belgian beer Stella Artois and the 
Brazilian beers Skol and Brahma. Brock is informal, easygoing, and relaxed and makes 
it clear that he does not want to be the world’s biggest brewer, just the best. His strat- 
egy focuses on efficiency and increasing profits by cutting costs. He wants to avoid hor- 
nets: “We’re not going head-to-head with Budweiser, Miller, and Coors. That would be 
suicidal” (Tomlinson, 2004: 240). 

As the former president of American Express and RJR Nabisco and CEO of IBM 
from 1993 to 2002, Lou Gerstner has a well-established and enviable track record as a 
strategic leader. He joined IBM at a time when the company was facing one of the 
most serious crises of its history. Gerstner is a cautious leader. While at RJR Nabisco, he 
opened the way for reconsideration of many internal processes. He is intelligent and 
has exceptional analytical skills, but he is careful about change. He strongly believes 
that change cannot happen unless it is balanced with stabilization (Rogers, 1994), and 
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he is particularly skilled at letting his expectations be known. His approach is to 
improve existing processes slowly. He has changed some elements of IBM and is proud 
of the company’s slow and steady progress. Some call him an incrementalist rather 
than a revolutionary who avoids big mistakes but is moving too slowly. 

All types of successful and effective leaders can be found in organizations. The 
need to revitalize our organizations is likely to be the reason we are celebrating inno- 
vators. The health-care industry’s award to best administrators regularly goes to inno- 
vators. The most-admired business executives are those who push their businesses 
through change. Many uncelebrated SQG and PM leaders, however, are managing 
highly effective and efficient organizations. For example, the leaders of the much- 
publicized Lincoln Electric Company are consistently SQGs or PMs. Their organiza- 
tion is a model for using financial incentives in successfully managing performance. 
Our current tendency to appreciate only change could make us overlook some highly 
effective managers and leaders. 


Strategic Leadership: Culture and Gender 


Given the cross-cultural differences in micro-leadership style and the importance and 
impact of culture on leadership behaviors, one would expect that strategic leadership 
also differs across cultures to some extent. Cultural values, in particular, can be expected 
to affect a top manager’s decisions and style (Finkelstein and Hambrick, 1996). 


Effect of Culture 

With little empirical research conducted about the direct effect of culture on execu- 
tive style, considerable anecdotal evidence suggests similarities and differences across 
cultures. As organizations become more global, their strategic leaders are also increas- 
ingly global, a factor that can attenuate cross-cultural differences. Consider that 
Lindsay Owen-Jones, who is Welsh, is the current chairman of the French cosmetics 
company L’Oreal. Nissan, which is owned by French car maker Renault, is run by 
Carlos Ghosn, who was born in Brazil from Lebanese parents and was educated in 
France. Swiss Nestlé is headed by Austrian Peter Brabeck-Lethmate. Other companies 
actively seek to build diverse and multicultural TMTs. For example, half of the senior 
managers at Citibank and P&G are not from the United States. 

Models of cultures, such as those proposed by the GLOBE research (House 
et al., 2004) and Trompenaars (1994), suggest that patterns of leadership differ from 
one country or region to another. Particularly, the GLOBE research identified cultural 
clusters within the countries they researched, each with different implicit leadership 


theories or CLTs (culturally endorsed leadership theories; Dorfman, * 


Hanges, and Brodbeck, 2004). For example, although most cul- 
tures value leaders who have a vision and are inspirational, Anglos, 
Latin Americans, Southern Asians, and Germanic and Nordic 
Europeans do so to a greater extent than Middle Easterners. 
Similarly, participation is seen as part of leadership by Anglos and 
Nordic Europeans, by not as much by Eastern Europeans, Southern 
Asians, and Middle Easterners. Columbians want leaders who are 
proactive and recognize accomplishment without being too proac- 
tive in terms of change (Matviuk, 2007). Middle Easterners, more 
than other cultural clusters, consider self-protection (including 
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self-centeredness, status consciousness, and face saving) to be part of leadership 
(Dorfman et al., 2004). Based on the cross-cultural research and case studies, it is rea- 
sonable to suggest that upper-echelon leaders from different cultures will demonstrate 
different styles and approaches. 

For example, being part of the cadre (French word for management) in France 
means having fairly distinct characteristics (Barsoux and Lawrence, 1991). In the 
United States, upper-echelon managers are from different social classes with many dif- 
ferent skills and backgrounds, but the French upper-echelon leaders are much more 
homogeneous. In a high-power-distance culture, in which leaders are ascribed much 
authority and many powers, the cadre comes almost exclusively from the upper social 
classes. Nearly all have graduated from a few top technical universities (Grandes Ecoles), 
where entry depends as much on social standing as it does on intellectual superiority. 
These schools have a strong military influence and continue to be male dominated. Their 
goal is to train highly intellectual, highly disciplined students who develop close ties 
and support with each other well beyond their years in school. The French cadre is, 
therefore, characterized by intellectual brilliance, ability to analyze and synthesize 
problems, and excellent communication skills. Contrary to U.S. leaders, the cadre’s 
focus is not on practical issues or the development of interpersonal skills. Cultures with 
high power distance show little need to convince subordinates of the leadership’s 
ideas (Laurent, 1983). The cadre is expected to be highly intelligent, and its decisions 
are not questioned. 

Many of the members of French upper management have considerable experi- 
ence in the public and governmental sectors. This experience allows them to forge 
government—business relationships that do not exist in countries such as the United 
States. Interestingly, graduates of the Grandes Ecoles would not consider working for 
those who received regular university education. This factor perpetuates the homo- 
geneity of the cadre, which in turn creates a group of like-minded executives who 
agree on many industrial and political issues. By the same token, this like-mindedness 
can lead to lack of innovation, as the focus on intellect at the expense of action can 
cause poor implementation. 


Effect of Gender 

Another area of interest is potential gender differences. Unfortunately, research is lack- 
ing on the topic of gender differences in strategic leadership. It is evident that many of 
the top-level female executives in traditional organizations succeed because their style 
mirrors that of their male counterparts. As Linda Hoffman, a managing partner at 
Coopers & Lybrand, states, “Many of the things you must do to succeed are more com- 
fortable for men than women” (Himelstein and Forest, 1997: 68). Eileen Collins, com- 
mander of the space shuttle Discovery believes that women often try to do too much 
and that men are more willing to delegate (Juarez, Childress, and Hoffman, 2005), 
asentiment echoed by Judith Rodin, former president of the University of Pennsylvania 
and president of the Rockefeller Foundation. She states, “Women moving up in their 
careers often feel they have to be more aggressive, be more like men. They ought to 
find their own voice” (Juarez, Childress, and Hoffman, 2005). Nonetheless, the more 
recent accounts of female executives and business owners and their focus on openness, 
participation, and interactive leadership provide some basis to make deductions about 
gender differences. It appears that the feminine style of leadership is generally low 
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control. Meg Whitman, CEO of eBay, who has been consistently ranked among the 


most powerful women in business, states, “I don’t actually think of myself as powerful’; . 


instead she relies on relationship building, developing expertise and credibility, and 
enabling—one of her favorite words—her employees (Sellers, 2004: 161). Similarly, 
Parmount’s Sherry Lansing is famous for her nurturing style, charm, and ability to show 
empathy (Sellers, 1998). Gail McGovern, president of Fidelity Investments, observes 
that “real power is influence. My observation is that women tend to be better in posi- 
tions where they can be influential” (Sellers, 2000a: 148). 

Many female leaders, however, play down the gender differences. Judith Shapiro, 
president of Barnard College suggests, “You need to be supportive of your people 
because leading is about serving. That’s not a girly thing; it’s what I believe a strong 
leader does” (Juarezygt al., 2005). She attributes any gender differences to women’s 
social experiences. CEO of the advertising company Ogilvy & Mather since 1997, Shelly 
Lazarus asserts, “I don’t really believe that men and women manage differently. There 
are as many different styles and approaches among women as there are among men” 
(Juarez, Childress, and Hoffman, 2005). Whether they are challenge seekers or risk 
averse, many upper-echelon women leaders, such as those described in the research by 
Sally Helgesen (1995), encourage diversity of thought and employee empowerment. 
Their supportive style allows employees to contribute to decision making. In addition, 
the web structure that some women leaders are reputed to use is flat, with well- 
informed leaders at the center and without centralized decision making. 

As is the case with micro leadership, the type of strategic leadership that is 
needed depends on the type of environment the organization faces, the industry to 
which it belongs, and the internal culture and structure that it currently has. 
Therefore, leaders define and influence strategic forces, and their style also needs to 
match existing ones. If an organization is in a highly stable industry with few competi- 
tors, the need for innovation and openness might not be as great. The appropriate 
focus in such circumstances would be on efficiency. For such an organization, a highly 
participative and innovative strategic leadership style might not be appropriate. 


HOW DO EXECUTIVES AFFECT 
THEIR ORGANIZATION? 
Regardless of the type of leadership at the top of an organization, the processes 


through which strategic leaders impact and influence the organization are similar. As 
the chief decision makers and the people in charge of providing general guidelines 


for implementation of the strategies, top executives influence their organizations ina . 


variety of ways (Figure 7-4). 


Direct Decisions 


Leaders’ decisions regarding various aspects of the organization shape the course of their 
organization. The choices regarding the vision and mission for an organization influence 
all aspects of an organization’s functioning. The vision and mission affect the culture of 
an organization by determining the basic assumptions, what is important, what needs to 
be attended to first, and what is considered less valuable. Similarly, the choice of strategy 
is considered to be the almost-exclusive domain of top management (Gupta, 1986). 


CHAPTER 4 ~OUuTer Led0c>rsnip rerspecuves 






Environment 


tema nec ne! 


Strategy 


¢ Direct decisions 

¢ Allocation of 
resources 

¢ Reward system 

¢ Selection of other 
leaders 

¢ Promotions 

* Role modeling 


nee ero gttaremtese MsS SEEI 


snaps 


Leader —— 


Technology 


Leadership 


Processes Leaders Use to Impact Their Organization. 


Tren aR Sa eter sien rahe 


Poamnee 


Figure 7-4 


In addition to the vision, mission, culture, and strategy, the decisions to adopt a 
new structure, adjust an existing one, or make any changes in the formal interrelation- 
ship among employees of an organization rest primarily with top management (Miller 
and Droge, 1986; Nahavandi, 1993; Yasai-Ardekani, 1986, 1989). The leader can deter- 
mine the structure of the organization through direct decisions on the type of structure 
or indirectly through the way employees share and use information. Mickey Drexler of 
the Gap and J. Crew does not e-mail and does not write memos. He likes to use a public- 
address system to communicate with people in the office and leave voice messages and 
communicate face to face. His employees learned to check their voice mail on a regular 
basis and be ready for his questions at any time (Munk, 1998). A leader who consistently 
communicates only through formal reporting channels sets up a different structure than 
one who crosses hierarchical lines and encourages others to do so, as well. 


Allocation of Resources and Control 
over the Reward System 


In addition to direct decisions, one of the most powerful effects of top managers on 
their organization is through the allocation of resources and the control they have over 
the reward system (Kerr and Slocum, 1987; Schein, 2004). A top executive is the final 
decision maker on allocation of resources to departments or individuals. If leaders want 
to encourage continued innovation and creativity, they might decide that the R&D and 
training departments of the organization will get the lion’s share of the resources. Such 
allocations reinforce certain goals and actions, support a particular organizational 
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culture and strategy, and create structures that facilitate desired outcomes and discour- 
age undesirable ones (Kets de Vries and Miller, 1986; Miller, 1987). Consider that Jeff 
Bezos, CEO of Amazon.com, believes in spending resources on things that matter, 
which include simple and functional offices rather than luxurious furniture, creating 
small creative teams, and borrowing competitors’ successful ideas (Deutschman, 2004), 
The formal and informal reward systems also can have a powerful impact on the 
culture of an organization and on the behavior of its members (Schein, 2004). For 
example, top managers can shape the culture of their organization by rewarding con- 
formity to unique norms and standards of behavior at the expense of diversity of 
behaviors and opinions (Nahavandi and Malekzadeh, 1988). This process could take 
place not only throug encouragement of certain behaviors but also through the selec- 
tion of other top managers and the promotion of those who adhere to the leader’s 
culture. Such a process is likely to take place regardless of the leader’s style of strategic 
leadership. For instance, an HCI will be most comfortable with other HCIs, whereas a 
PI will prefer other managers with a similar style in key positions. A comparable 
process is likely to take place on an individual employee level. Employees whose 
actions fit the vision, mission, and culture of the organization are more likely to be 
rewarded. These processes create domino effects that further lead an organization to 
reflect the style and preferences of its leader. 


Setting the Norms and Modeling 


Rewarding certain types of behaviors and decisions is an overt action on the part of the 
leader; modeling behaviors and setting certain decision standards and norms, how- 
ever, provide more indirect ways of impacting organizations. In addition to making 
decisions, the top managers can set the parameters by which others make decisions. 
CEOs might tell their vice presidents that they will go along with their choice of a new 
product while also providing them with clear guidelines on which types of products 
are appropriate and which types of markets the organization should enter. By setting 
such standards, even without making a direct decision, the CEO still can be assured 
that the vice presidents will make the right decision. — 

Another subtle way in which leaders affect their organization is by the types of 
behavior they model (Nahavandi and Malekzadeh, 1993a; Schein, 2004). A top man- 
ager who believes that physical fitness is important might engage in vigorous exercise 
and invite members of the TMT to join in. Irishman Feargal Quinn, founder and pres- 
ident of Superquinn, a chain of supermarkets, gained a reputation as the “pope of cus- 
tomer service.” He focuses obsessively on making sure his customers come back—an 
obsession that he transfers to his employees (Customer service, 2007). Similarly, A.G. 
Lafley of P&G reinforces the message about the importance of the customer every 
chance he gets. Another area in which role modeling can have a powerful impact is in 
ethics. Lafley considers self-sacrifice and integrity to be essential traits of leadership 
(Jones, 2007). Bob Moffat, IBM’s senior vice president for Integrated Operations, 
demonstrates the need for hard work by spending 15 to 16 hours a day at the office 
(Fishman, 2001). 

Direct decisions, allocation of resources and rewards, setting of decision norms, 
and modeling are some of the ways through which a leader impacts the organization. 
Through these various processes, leaders can make an organization the reflection of 
their style and preferences. They also provide strategic leaders with considerable 
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power and influence. Such power requires some accountability, which is considered in 
the next section. 


STRATEGIC LEADERS’ ACCOUNTABILITY 


Chief executive officers and TMTs around the world have considerable power and 
influence over people’s lives. Their actions affect the economic health of countries and 
citizens. For this burden, CEOs are well rewarded financially and achieve considerable 
status. The topic of executive compensation, another governance mechanism, attracts 
considerable attention and criticism (e.g., Bebchuck and Fried, 2004; Dickins and 
Houmes, 2007). The average salary of CEOs in Standard and Poor’s top 500 companies 
in 2006 was $14.78 million (Executive pay watch, 2007). According to the Economic 
Policy Institute, in 1978 CEOs were paid an average of 78 times as much as the mini- 
mum wage earner; in 2005, that difference increased to 821 times leading the average 
CEO to earn more before lunchtime on the very first day of work in the year than a 
minimum wage worker earns all year (Mischel, 2006). 

Even ousted CEOs fare well. By some estimate, the cost of various severance pack- 
ages in 2006 for CEOs was over $1 billion in the United States (Dash, 2007). The list 
includes David Edmonston, who resigned from Radio Shack after admitting lying on 
his resume ($1 million severance pay); Home Depot’s Robert Nardelli, who received 
exit packages of more than $200 million, despite poor stock performance and consid- 
erable controversy and criticism; Jay Sidhum, who resigned from Sovereign Bancorp 
amidst cricitism ($73.56 million that includes cash and stock options, 5-year free health 
care, and consulting contract); William McGuire, who left United Health ($1.1 billion 
package is still in litigation); and Douglas Pertz, who resigned from Harman 
International Industries after the stocks dropped during his 4-month tenure and still 
earned $3.8 million in severance pay (Dash, 2007). 

United States executives continue to have some of the highest compensation 
packages in the world (Buchanan, 2004; Taft and Singh, 2003). Japanese and 
European executives earn between one-half to one-tenth of comparable U.S. CEOs. 
These differences could be explained by considering that U.S. executives, as evi- 
denced by a strong U.S. economy, are simply better and more effective than their 
counterparts all over the world; however, the issue is not that simple. Theoretically, 
boards of directors determine CEO compensation relative to company performance; 
the better the financial performance of the company, the higher the CEO’s compen- 
sation. Therefore, CEO compensation can be an effective tool for motivating and con- 
trolling managers. In many cases, company leaders get fair compensation packages 
and perform well. The instances of lack of performance and high compensation, how- 
ever, are hard to ignore. Many executives get pay raises that are considerably higher 
than their company’s performance (Bebchuk and Fried, 2004). For example, in 2004 
the share of Eli Lilly, the drug manufacturer fell by 19 percent; its CEO, Signey Taurel, 
got a 74-percent raise (Strauss and Hansen, 2005). After having to pull Vioxx off 
the market, shares of Merck slumped 30 percent, but the company board gave the 
CEO, Ray Gilmartin, a $1.4-million bonus and stock options valued at $19.2 million 
(Strauss and Hansen, 2005). While the beer maker Anheuser-Bush had lackluster per- 
formance since hiring a new CEO Patrick Stokes in 2002, his salary has increased by 
$1.5 million (Strauss and Hansen, 2005). Thomas Renyi took home $13 million in 
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Table 7-4 Factors That Affect Executive Compensation. 


Firm size The larger the firm, the higher the compensation 


Companies often outbid one another to hire top 
executives 


The higher the power of the CEO, the higher the 
compensation package 


Industry competition 
CEO power and discretion 


Internationalization Increased internationalization is related to higher 


executive pay 


High stress and instawility CEO jobs are considered high stress, requiring high 


compensation : 


total compensation while his bank, Bank of New York, was under investigation 
for money-laundering charges and the overall performance was well below that of 
competitors (Mallello, 2005). 

Based on these examples and extensive research about CEO compensation (for 
a recent example, see O’Reilley and Main, 2007), company performance is not the 
only determinant of CEO compensation. So what determines an executive’s worth? 
Table 7-4 gives a summary of factors that affect executive compensation. One factor 
that seems to explain the size of executive pay in the United States is the size of the 
organization (for a recent study, see Geiger and Cashen, 2007): the larger the organi- 
zation, the larger the GEO’s compensation package, regardless of performance. 
Another factor seems to be the competition for hiring CEOs. As organizations outbid 
one another, salaries continue to increase. For example, Conseco, after firing its CEO 
and experiencing financial crisis, still paid former GE Capital executive Gary Wendt a 
$45-million cash signing bonus to forfeit his GE options and become their CEO 
(Colvin, 2001b). 

Organizations in which top managers have more discretion also tend to have 
higher pay (Cho and Shen, 2007). Additionally, research shows that top management 
pay and company performance are more aligned when the company’s board of direc- 
tors is dominated by members from outside the organization (Conyon and Peck, 
1998). Other research that considers the impact of internationalization found that 
increased internationalization is related to higher CEO pay (Sanders and Carpenter, 
1998). The thought is that the high demands put on CEOs and the instability of their 
positions must be balanced with high salaries. These high salaries, now somewhat stan- 
dard in U.S. industry, show no end in their upward trend. The result is the creation of 
anew, powerful U.S. managerial class and a widening of the gap between high and low 
levels of organizations. 

The highly paid top executives have become popular heroes whose names are part 
of our everyday life. Based on economic and organizational theory, environmental 
forces will push a nonperforming leader to be replaced. Ideally, elected federal, state, 
and city officials who do not perform are not reelected. Similarly, the board of directors 








CHAPTER 7 Other Leadership Perspectives 
replaces a CEO who does not manage well. The principal of a school with poor academic 
performance of its students and a high dropout rate would be fired by the school board. 
These ideal situations do not seem to be common, however. Many powerful leaders are 
not being held accountable for their actions. They continue to hold positions of power 
and influence regardless of their organization’s poor performance, ethical abuses, and 
social irresponsibility. [t is not common in the United States for a company CEO or pub- 
lic officials to resign when they fail to live up to the promises they made. When their 
organizations cause major disasters or commit illegal acts, the CEOs escape unscathed. 
The CEO of Exxon accepted none of the responsibility for the Valdez fiasco. After the 
Bhopal disaster, with several thousand dead and hundreds of thousands injured, the 
CEO of Union Carbide was not replaced. Our elected officials continue to represent us 
poorly. It took years of mismanagement before any GM president was fired. Even then, 
he was replaced by a member of the inner circle that supported him. 

For the benefit of organizational and social functioning and well-being, it is 
essential that the tremendous power, influence, and status of CEOs be accompanied 
by accountability and responsibility to their various constituents. Such accountability 
exists on paper but is hardly ever executed. The power and impact of upperechelon 
leaders are undeniable. Their credibility and ability to further impact their organiza- 
tions, however, can increase only with more accountability. 


Leading Change Kavita Ramdas at the 
Global Fund for Women 


The Global Fund for Women is a San Francisco-based nonprofit organization 
committed to equality and social justice focused on helping women achieve 
full equality and participation worldwide (Global Fund for Women, 2007). 
The organization was founded in 1987 to raise funds to support women-led 
enterprises and activities that promote better health, economic, education, 
and social welfare for women (Social Capitalist, 2007) and has awarded over 
$56 million to 3371 women organizations in 165 countries (Global Fund for 
Women, 2007) since its creation. The organization embraces such principles 
as freedom and liberty for individuals, dignity for people, tolerance, educa- 
tion, economic independence, nonviolence, and peace. It has granted funds 
to causes including a Buddhist orphanage in Sri Lanka, an organization for 
coordination of peasant women in Bolivia, empowering women in Nepal, 
legal aid for women in China, and women’s rights organization in Guatemala 
(Global Fund for Women, 2007; Patel, 2007) 

The fund’s current president and CEO, Kavita Ramdas, named one of 
the world’s top 20 entrepreneurs in 2002 and holder of many other interna- 
tional awards, is a tireless advocate for changing women’s situation in all aspects 
of life around the world. She suggests that there has been an undeclared 
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Leading Change (Continued) 

“war” against women around the world through increases in abuse, health 
crises, silence in case of abuse and neglect, and lack of resources going to 
support women worldwide (Now with Bill Moyers, 2004). Ramdas leads the 
effort to change the situation of women one person and one organization at 
a time, advocating for the cause she passionately represents. 

Ramdas was born into a prominent secular Hindu family in Mumbai 
India. Her father is a retired former head of the Indian navy turned peace 
and antinuclear activist and her mother is highly active in social causes. 
Ramdas is married to a Pakistani man Zulfigar Ahmad raised in a secular 
Muslinasfamily and himself a peace advocate (Curiel, 2002), a union that has 
generated many concerns and comments in both India and Pakistan. At 18, 
Ramdas volunteered to work in a small farm in India until a village elder told 
her to use her education and compassion to tell the world about them 
(Sowing the seeds, 2006). Ramdas is educated in the United States (bache- 
lor’s degree from Mount Holyoke and masters from Princeton) and repre- 
sents her organization with as much ease to U.N. officials and CEOs of major 
philanthropic organizations, as to villagers in all parts of the world. One of 
her colleagues states, “Kavita is one of the very few people who, when she 
enters a room, you know there’s a presence. It’s important in this work that 
we do to have that type of presence and grace—to hold people’s attention” 
(Curiel, 2002). 

Ramdas says, “For me, what I do at the Global Fund is so deeply con- 
nected to my sense of who I am and what I can give back to this world and 
what my responsibilities are to this world. It’s a deep sense of commitment. 
It’s not a 9-5 job” (Curiel, 2002). Ramdas’ passion for what she does allows 
her to lead her organization to make changes to improve women’s lives one 
step at a time. 


Sources: Social capitalists: Global Fund for Women, 2007. http:/ /www. 
globalfundforwomen.org/cms/ (accessed June 17, 2007); Now with Bill Moyers, 
2004. http://www.pbs.org/now/politics/ramdas.html# (accessed June 17, 2007); 
Entrepreneurs who are changing the world, 2007, http://www.fastcompany.com/ 
social/2007/profiles/profilel7.html (accessed June 17, 2007); Curiel, J., 2002. 

“A woman’s work,” San Francisco Chronicle, November 10. http://www.sfgate.com/ 
cgi-bin /article.cgi?f=/chronicle/archive /2002/11/10/ CM148265.DTL&type=news 
(accessed June 17, 2007); Hatnell, C., 2004, “Kavita Ramdas on feminist philan- 
thropy,” Alliance, September. http://www.allavida.org/alliance/sep04b.html 
(accessed June 17, 2007); Patel, P., 2007. “Money makers: five questions for Kavita 
Ramdas,” Houston Chronicle, June 12. http://www.chron.com/disp/story.mpl/ 
business /4884490.html (accessed June 17, 2007); Empowering women. 2004. The 
Common Wealth. http://www.globalfundforwomen.org/cms/content/view/63/98/ 
(accessed June 17, 2007); Sowing the seeds of global change, 2006. www.mtholyoke. 
edu/cic/about/reasons.shtml?num=2 (accessed June 18, 2007). 
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UNIQUE CHALLENGES OF NONPROFIT 
ORGANIZATIONS 


Nonprofit organizations are private organizations that cannot make a profit for its owners 
or members but can charge fees for services or membership. Other terms used to 
describe such agencies that are private, nonprofit, and with a public purpose include vol- 
untary, not-for-profit, philanthropic, and nongovernmental organizations (NGOs; Weiss 
and Gantt, 2004). While many of the leadership and organizational principles that apply 
to business and other organizations are also relevant in nonprofit organizations, some of 
their distinguishing characteristics present them with unique leadership challenges. The 
case of Kavita Ramdas in Leading Change in this chapter provides an example of a leader 
of a nonprofit organization. The primary purpose of her organization is public good, and 
their source of funding is donations through grants, foundations, and individuals. 


Characteristics of Nonprofit Organizations 


Many of the characteristics that identify nonprofit organizations are related to tax- 
status. Other characteristics include 


> Operate without profit. Although nonprofit organization charge for services or 
membership and many generate and use considerable sums of money, all the funds 
are reinvested to support the operations of the organization. Many nonprofits are 
highly “profitable”; however, all excess funds are reinvested to achieve their mission. 

» Public service mission. The primary mission of a nonprofit organization is to serve the 
public good, whether it is health care (hospitals), education (schools and universi- 
ties), churches, community improvement, or foundations with a broad purpose, 

» Governed by voluntary board of directors. As opposed to business organizations that have 
paid board of directors, the governing boards of nonprofits are staffed by volunteers 
with a stake or interest in the mission of the organization. 

» Funded through contributions. Whereas charging fees is a source of revenue for many 
nonprofit organizations, their primary sources of funding are contributions, grants, 
and donations from individuals, government agencies, and other foundations. 


There are many organizations around the world that fit into the nonprofit category. 
Examples in the United States include the American Cancer Society, National Geographic 
Society, the Metropolitan Museum of Arts, Stanford University, Planned Parenthood, the 
Ford and Rockefeller Foundations, the National Association for the Advancement of 
Colored People (NAACP), and the YMCA and YWCA. Around the world, NGOs make 
considerable contributions to improving social, human, political, economic, and ecologi- 
cal conditions. Organizations such as Doctors without Border (Médecins sans Frontriéres) 
OXFAM, an international relief agency, the International Red Cross, and the International 
Wild Life Funds are just a few that encourage development and support communities in 
crisis around the world. These organizations survive and achieve their goals by using 
funds they obtain through various means. For example, physicians volunteer their time 
through Doctors without Borders and provide health care in remote areas of the world; 
OXFAM provides funds and resources to combat global poverty and social injustice. 
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Leadership Challenges 


The leadership of nonprofit organizations involves the same prin- 
ciples as other organizations. Their leaders must help individuals 
and groups set goals and guide them in the achievement of those 
goals. The public-good mission of nonprofits, along with the vol- 
untary participation of many of their employees, contributors, and 
other stakeholders create a particular burden on leaders of such 
organizations to lead through a collaborative and trust-based style. 
In most cases, individual donors, except for tax benefits when 
applicable, do not get tangible benefits from their donation, and 
the resources they contribute do not always stay in their commu- 


The public-go0d 
mission of nonprofits, 
along with the volun- 
tary participation 

of many of their 
employees, contribu- 
tors, and other 
stakeholders create 
a particular burden 
on leaders of such 
organizations to lead 
through a collaborative 
and trust-based style. 


which considers itself to be a resource for innovative people and institutions world- 
wide, leads an organization that has as its mission to strengthen democratic values, 
reduce poverty, promote international cooperation, and advance human achievement 
(Ford Foundation Mission, 2007). The organization aims to achieve these goals by 
providing grants to qualified groups and organizations. 

One of the major challenges that leaders of nonprofit organizations face is how 
to recruit, retain, and motivate employees, many of whom are volunteers, without hav- 
ing access to substantial monetary rewards. Even in the case of paid employees, salaries 
are often lower than comparable positions in business organizations. The leaders of 
nonprofits, therefore, require considerable skills in motivating and inspiring their fol- 
lowers. In many cases, followers have joined the organization because they are pas- 


niw. The nonprofit is based to a great extent on the principles of 
altruism and self-less contribution. 

As much as integrity, trustworthiness, and self-sacrifice are elements for all lead- 
ership situations, they are even more so in the nonprofit organizations. Without the 
profit motive, which legitimately guides business organizations and the rewarding of its 
leaders (e.g., top leaders being compensated with company shares), the nonprofit 
organizations are likely to attract leaders with a stronger focus on civic contribution. 
The role of leaders in nonprofit organizations is that of an intermediary (Butler and 
Wilson, 1990). The leader guides the organization to allocate the resources, such as 
donations or grants, to various receivers turning the resources that are trusted to the 
organization into social good (Figure 7-5). Kavita Ramdas and her Global Fund for 
Women distribute the resources they gather throughout the world to improve women’s 
lives. In his commencement address at the University of Maryland, Brian Gallagher— 
president and CEO of the United Way, the $5-billion umbrella organization for large 
number of charities—emphasizes the importance of service to the community and 
states that his organization “improves lives by mobilizing the caring power of commu- 
nities” (Gallagher, 2006: 6). Susan Berresford, president of the Ford Foundation, 


Figure 7-5 
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sionate about its mission; however, passion alone does not always lead to effectiveness. 
An additional factor is that the structure of many nonprofits is relatively flat with few 
employees and few layers of management. Effective leadership requires empower- 
ment, use of all available resources, often by harnessing the power of teams, and par- 
ticipation to creatively solve problems without many resources. 

According to recent studies, nonprofit organizations are facing a leadership cri- 
sis because of a significant shortfall of qualified leaders (Tierney, 2006). As more non- 
profit organizations are created and step in to address growing social challenges not 
addressed by government or business organizations, the need for effective leadership 
increases. According to the Bridgespan Group’s 2006 study, the total number of non- 
profit organization has tripled over the past 20 years, but because of demographic 
shifts, retirement, and lack of active recruitment and development, the supply of 
potential leaders has not kept up (Tierney, 2006). One of the challenges leaders of 
nonprofits, therefore, face is the recruitment, retention, and development of future 
leaders. Such a task is much simpler in business organization where considerable 
resources are dedicated to recruitment and development and access to a pool of lead- 
ers from competitors is much easier. 

Although many of the processes involved in leading nonprofit organizations are 
similar to those used in business organization, leaders of nonprofits need a particular 
emphasis on building relationships and trust and on the development of future leaders. 


SUMMARY AND CONCLUSIONS 


Many of the same processes apply to the upper levels as to the small-group levels of 
leadership. Upper-echelon leadership, however, adds a new level of complexity to the 
process by focusing the leader on a whole organization rather than a small group or 
department and by giving the leader discretion with far-reaching influence over deci- 
sions. In addition, upper-echelon leaders focus on external constituencies as well as 
the internal environment and in so doing are required to lead with a team of other 
executives. 

An integrated approach to upper-echelon leadership considers the leader to be 
a formulator and implementer of strategy. Therefore, in addition to considering the 
need to match the leader to existing strategy and other organizational elements, the 
integrated approach also considers the role of the leader’s individual characteristics 
and style in the selection of various organizational elements and the implementation 
of decisions. The matching concept, which views the CEO primarily as an implementer 
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of existing strategy, is also useful when selecting a leader to implement a newly charted 
course. 

Two major themes run through the diverse research about top management 
characteristics. The first theme is the leader’s degree of challenge seeking and prefer- 
ence for risk and innovation. The second is the leader’s need for control over the 
organization. The combination of these two themes yields four types of strategic lead- 
ers: HCI, SQG, PI, and PM. These four types each exhibit different preferences for the 
direction and management of their organization. They exert their influence through 
direct decisions, allocation of resources and rewards, and the setting of norms and the 
modeling of desired behaviors. Through these processes, strategic leaders gain con- 
siderable power and influence. Such power is accompanied by generous compensa- 
tion packages. Accofftability for the actions of top executives, however, is still limited. 

Although many of the processes involved in leading nonprofit organizations are 
similar to those used in business organization, leaders of nonprofits need a particular 
emphasis on building relationships and trust and on the development of future leaders, 
Overall, the area of strategic leadership, whether in business or nonprofit organiza- 
tions, provides a different and important perspective to the study of leadership. 
Strategic leaders face many challenges that micro leaders do not. The study of strategic 
leaders is also a fertile area for integrative research linking micro and macro factors. 
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LEADERSHIP CHALLENGE: THE BOARD 
OF DIRECTORS (BOD) AND CEOs 


Public corporations are led by CEOs and other upper-echelon leaders who, in turn, 
report to shareholders and boards of directors (BODs). Interestingly, even though the 
board oversees the CEOs, decides on terms of employment and salaries, and monitors 
their performance, the CEOs are, more often than not, the people who nominate board 
members. The justification is that CEOs are well placed to know what type of expertise 
they need on the board and should have a BOD they can work with. The relationship 
between BOD and CEO is a complex and interesting one. 


1. What are the potential ethical and conflict-of-interest issues arising from CEO 
involvement in the selection of board members? 
2. How can these issues be addressed? 
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Chapter 


‘Participative 
Management 
and Leading 

Teams 


Do you have as much sense as a goose? When geese fly in the “V” formation, the whole flock 
adds considerably more to its flying range than if each bird flew alone. Whenever a goose falls 
out of formation, it suddenly feels the drag and resistance of trying to fly alone and quickly gets 
back into formation to take advantage of the power of the formation. When the lead goose gets 
tired, it rotates back in the wing, and another goose flies point. The back geese honk from behind 
to encourage those up front to keep up their speed. Finally, when a goose gets sick and falls out, 
two geese fall out of formation with it until it is either able to fly or it is dead. They then launch 
on their own, or with another formation, to catch up with the group. 

—ANONYMOUS 


Do not wait for leaders. Do it alone, person to person. 
—MOTHER TERESA 


After studying this chapter, you will be able to: 


Understand when and why participation should be used to improve leadership effectiveness. 
Explain the role of culture in the use of participative leadership. 

Specify the elements of effective delegation. 

Clarify the role of leadership in selfmanaged teams. 


Explain the principles of self-leadership. 


mployee participation has been a central issue in leadership for many years. 
Almost all of our past and current models address this issue in some form. For 
example, Theory Y of management recommends a higher level of employee participa- 
tion than Theory X does. The Theory Y manager allows employees to set the direction 
for their development and provides them with support, whereas the Theory X man- 
ager controls employees rather than involving them in decision making. Likewise, the 
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initiation-of-structure construct from the behavioral approach assumes that the leader 
is the one who provides the structure; no mention is-made of subordinate participa- 
tion in the development of the structure. The consideration behaviors in the same 
model contain of a stronger participation component. Fiedler’s task-motivated leader 
makes decisions alone; the relationship-motivated leader involves the group. Finally, 
the degree of follower participation in decision making is the pivotal concept for the 
Normative Decision Model. a 

This chapter focuses on the concept of participative management In Its past and 
current uses in leadership. It discusses the use of participation and delegation and the 
challenges they present for leaders, and.it considers the special characteristics of 
teams and the importance of self-leadership. 


WHEN SHOULD PARTICIPATION AND TEAMS BE USED? 


The idea of using teams rather than relying only on the individual leader to make deci- 
sions in organizations has been at the forefront of management practice for many 
years (for recent reviews, see Ilgen et al., 2005). Use of team and participative man- 
agement occurs along a continuum. On one end, the leader retains all control and 
makes all decisions without any consultation or even information from the subordi- 
nates; on the other end, the leader delegates all decision making to followers and 
allows them the final say. Few leaders use extreme autocratic or delegation styles; 
rather, most rely on a style that falls somewhere in between. Similarly, few organiza- 
tions are either entirely team based or make no use of teams at all. Most fall near the 
middle of the continuum, with a combination of teams and traditional hierarchical 
structures (Figure 8-1). For example, although still maintaining many elements of tra- 
ditional structures, Ford Motor Company relies on teams for many tasks while main- 
taining a traditional centralized structure. Nancy Gioia, director of Sustainable 
Mobility Technology and Hybrid Vehicle Programs at the company, states, “Asa direc- 
tor I’m very participative and hands-on when my team needs me to be. Ford’s hybrid 


Figure 8-1 The Continuum of Participation. 
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team has some of best and brightest minds around. I have complete confidence in 
their technical breadth and depth” (Peterson, 2005). Space X is a company at one 
extreme of the participation continuum. The company is trying to build faster, 
cheaper, and better rockets that will allow for commercial space travel. Founder and 
CEO Elon Musk relies on small groups of smart, motivated people to provide the cre- 
ativity and innovation essential to the company. With a horizontal structure, no orga- 
nizational charts, no red tape, and a culture that values teamwork and intelligence, 
employees are required to work together. Musk states, “I think it’s really unacceptable 
here for anyone to bear a grudge” (Reingold, 2005: 78). 

Longitudinal research about employee involvement conducted by researchers at 
the University of Southern California indicates that organizations can reap many ben- 
efits from employee participation and involvement initiatives, which include such 
methods as information sharing, group decision-making, and the use of teams, 
empowerment, profit sharing, and stock-option plans (Lawler, Mohrman, and 
Ledford, 1995). Their goal is to increase employee involvement and participation in 
the organization. Studies show that the adoption of such programs results in clear, pos- 
itive impact on performance, profitability, competitiveness, and employee satisfaction 
(Lawler, Mohrman, and Ledford, 1995). Other research further suggests that using 
teams, participation, and engagement provide a positive impact (e.g., Forde, Slater, 
and Spencer, 2006) and can be used effectively in a number of business and not-for- 
profit organizations, such as schools (San Antonio and Gamage, 2007), health care 
(e.g., Mosadegh-Rad and Yarmohammadian, 2006), and urban planning (Repetti and 
Prélaz-Droux, 2003). Yet, others argue for using participative management and demo- 
cratic systems within organizations as the only way to harness the talents of employees 
(Manville and Ober, 2003). 

Royal Phillips Electronics, Europe’s largest electronics outfit, is counting on cross- 
boundary cooperation and conversations and employee participation to revive the 
company. In his attempts to reenergize Phillips, CEO Gerard Kleisterlee gathered peo- 
ple who wanted to make a contribution, regardless of rank and position in the com- 
pany. Kleisterlee states that “these meetings result in very clear goals and much better 
cooperation between the different divisions” (Wylie, 2003: 45). Genencor International, 
a health-care products company with 1200 employees located in Palo Alto, California, is 
another example of the use and benefits of employee participation. With turnover rates 
of 4 percent compared with the industry average of 18 percent, and growing sales, the 
company is an example of a successful business that relies on worker involvement and 
input. The employee participation started when the company built its headquarters in 
1996 and offered employees the opportunity to give input into the physical design of 
the building. Research scientists’ requests for windows in their labs as well as other 
employees’ suggestions for a “main street” that encourages interaction were imple- 
mented with success (Haley, 2004). Employees are now regularly polled to get informa- 
tion about their benefit preferences and the company emphasizes a philosophy that 
Cynthia Edwards, the vice president for technology, believes supports employees’ entire 
lifestyle. Based on employee suggestions, Genencor provides various commuter assis- 
tance programs, a number of on-site services such as dry cleaning and eye-glass repair, 
and emergency childcare. Employees get to nominate exceptionally productive col- 


leagues for recognition and celebrate their success during Friday afternoon parties, 


where they have the chance to mingle and get to know one another (Haley, 2004). 
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of participation more or less easy. Another factor in using participation is whether 


The CEO until 2005, Jean-Jacques Bienaimé, believes, “If you want employees to be ' 


productive, you have to create a nurturing environment and let them be creative” 
(Haley, 2004: 98). Jim Sjoerdsma, the company vice president of human resources, sug. 
gests that the $700-per-employee cost for such benefits is a wise investment compared 
with the average $75,000 cost for recruiting and training a new employee. According to 
Sjoerdsma, “These programs pay for themselves” (99). 


Criteria for Participation 


Despite its many potential benefits, participation is not a cure-all. Its use is more 
appropriate in some situations than in others and should follow a contingency 
approach. After many years of debate and research about participative management 
in social sciences and management, clear criteria suggest when participative decision- 
making would be most appropriate (Table 8-1). 

Overall, if the organization, its leaders, and its employees are ready for participa- 
tive management, if the task is complex and involves no strong time pressures, and if 
employee commitment is important, leaders should rely on participative decision 
making. If time pressure is genuine or the leader, followers, or organization are not 
ready, however, then participation is not likely to yield many benefits. If leaders show a 
high need for control, are highly task oriented, and were previously successful in using 
an autocratic style of leadership, they are unlikely to be able to implement participa- 
tion easily. Furthermore, for followers who show little need to participate or who trust 
their leader, participation might not be required or at least might not lead to better 
results than the leader making the decision alone. Additionally, some organizational 
cultures are more supportive of participation than others, thereby making the use 


Table 8-1 Criteria for Use of Participation. 


Description 

Complex tasks require input from people with 
different expertise; people with different points of 
view are more likely to deliver a quality decision. 
When follower commitment is needed in Follower participation increases commitment 
successful implementation _ and motivation. 

When there is time Using participation takes time; legitimate dead- 
lines and time pressures preclude seeking exten- 
sive participation. 


Criteria 





When the task is complex and multifac- 
eted and quality is important 


Participation can only succeed if both leader and 
followers agree to its benefits, are trained in 
how to use it, and are committed to its success. 
The organizational culture must encourage or at 
least tolerate employee participation. 


When the leader and followers are 
ready and the organizational culture is 
supportive 


When interaction between leader and 
followers is not restricted by the task, 
the structure, or the environment 


Participation requires interaction between lead- 
ers and followers; such interaction is only possi- 
ble if restrictions because of factors such as geo- 
graphic location, structural elements, or task 
requirements are minimized. 
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the task or the structure limits its use. If followers cannot interact easily with 
one another and with the leader, either because of task or because of geographic 
restrictions, participation might not be appropriate. In some instances, legal and con- 
fidentiality requirements, such as in personnel decisions, may preclude participation. 
The case of Kiwi Airlines presents a classic example of the potential pitfalls of 
mismanaged participation (Bryant, 1995). When Kiwi Airlines was founded in 1992, it 
quickly became the symbol of all that is good about participative and egalitarian lead- 


ership. Created by a group of former Eastern Airline pilots and 
other employees, Kiwi promised not to repeat any of Eastern’s mis- 
takes and aimed at creating a family atmosphere for all its employ- 
ees. The employees were all owners with varying degrees of shares 
and the corresponding pride and desire for involvement, control, 
and commitment that come from ownership. All decisions were 
made with full participation. All employees, regardless of levels, 
pitched in to get the job done and deliver the quality service that 
soon earned Kiwi honors in surveys of airline quality. The airline 
quickly grew to more than 1000 employees with more than 60 daily 
flights. One of the pilot-founders and then chairman of Kiwi, Robert 
W. Iverson, attributed the stunning growth and success to the 
employees’ commitment and the organization’s egalitarian culture. 
Kiwi was truly a symbol of the benefits of participation and involve- 
ment. In 1994, the bubble burst. Kiwi’s board, which included fellow 
founders and owners, booted Iverson out of office. This event 
revealed serious management and organizational deficiencies 


If the organization, 

its leaders, and its 
employees are ready 
for participative man- 
agement, if the task is 
complex and involves 
no strong time pres- 
sures, and if employee 
commitment is impor- 
tant, leaders should 
rely on participative 
decision making. If 
time pressure is gen- 
uine or the leader, fol- 
lowers, or organization 
are not ready, how- 
ever, then participa- 
tion is not likely to 
yield many benefits. 


within the airline. The dark side of participation was an amazing 

lack of concern for management decisions. Many employee-owners failed to follow 
management directives if they did not agree with them. Employees demanded input 
in every decision, a factor that led to stagnation in decision making and an inability to 
act to solve problems. Iverson admitted, “One of the stupidest things I ever did was call 
everybody owners. An owner is somebody who thinks he can exercise gratuitous con- 
trol.” The case of Kiwi Airlines demonstrates the ineffective use of participation. A few 
managers could have handled many of the decisions more effectively and efficiently 
than the employees did through participation. 


The Role of Culture 


An important issue when considering the use of participation is national cultural val- 
ues. Factors such as collectivism and power distance (Hofstede, 2001); team-oriented, 
participative, and autonomous leadership (House et al., 2004); and cross-cultural 
organizational cultures (Trompenaars, 1994) affect whether leaders can use participa- 
tion successfully. The GLOBE research findings suggest that collectivistic cultures tend 
to emphasize cooperative team processes, compensation and promotion that take into 
consideration the group (Gelfand et al., 2004). Furthermore, the more the power dis- 
tance, the less likely it is that teams will be empowered (Carl, Gupta, and Javidan, 
2004). Other GLOBE findings suggest that a humane orientation, which includes con- 


_ cern for others and responsibility for their well-being, may also be a factor supporting 
‘team-oriented and participative leadership (Kabasakal and Bodur, 2004). 
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Japanese culture, with its strong emphasis on conformity, consensus, and collec. 
tivity at the expense of individual goals, supports the use of participative management 
despite its relatively high power distance. Participation in Japan is a mix of group har. 
mony and consensus, with elements of directive leadership (Dorfman et al., 1997). In 
this vertical collectivistic culture, individuals are expected to sacrifice their personal 
goals for the good of the group. In China, establishing cooperative goals and taking 
care of relationships help participative leadership (Chen and Tjosvold, 2006). Mexico, 
which is also relatively high on collectivism, power distance, and masculinity, has a 
well-established tradition of autocratic leadership without a history of participative 
leadership (Dorfman et al., 1997). Similar cultural patterns are found in Dominicans 
(Montesino, 2003). In such cultural contexts, neither the leader nor the followers find 
participation desirable. Additionally, in the cross-cultural organizational cultures 
which Trompenaars labels the Eiffel Tower—France, for example—the focus is on per- 
formance through obedience and respect for legitimate authority (Trompenaars, 
1994). In this environment, a leader is ascribed great authority and is expected to 
know much; asking for subordinate participation may be perceived as weakness and as 
an indicator of lack of leadership ability. 

Cultures such as the United States and Australia, with relatively egalitarian power 
distributions and vertical individualism, pose a different challenge. The low power dis- 
tance allows for participation, but the value placed on individual autonomy and indi- 
vidual contribution can be an obstacle to cooperation in a team environment. In hor- 
izontal individualist cultures such as Sweden, participation and team cooperation are 
much easier because all individuals are equal. Furthermore, appropriate team behavy- 
iors vary considerably from one culture to another (Kanter and Corn, 1993). An effec- 
tive team member in Japan is above all courteous and cooperative; members avoid 
conflict and confrontation (Zander, 1983). In the United States, effective team mem- 
bers speak their mind, pull their weight by contributing equally, and participate 
actively, yet they expect to be recognized individually. German employees are taught 
early in their careers to seek technical excellence. In Afghanistan, team members are 
obligated to share their resources with others, making generosity an essential team 
behavior. In Israel, a horizontal collectivistic culture, values of hard work and contri- 
bution to the community drive kibbutz team members. The Swedes are comfortable 
with open arguments and will disagree publicly with one another and with their 
leader. Each culture expects and rewards different types of team behaviors. 

These cross-cultural differences in team behavior create considerable challenges 
for leaders in culturally diverse teams. Success depends on accurate perceptions and care- 
ful reading of cross-cultural cues. Leaders must be flexible and patient and be willing not 
only to listen to others, but also to question their own assumptions. Additionally, they 
must keep in mind that many behavioral differences stem from individual rather than 
cultural sources. The only constant in the successful implementation of teams is the 
leader’s sincere belief in the team’s ability to contribute to the organization (Marsick, 
Turner, and Cederholm, 1989). Such belief is necessary regardless of the cultural setting. 


THE ISSUE OF DELEGATION 


Delegation differs from participation in a number of ways, although many managers 
consider it an aspect of participation. For example, many leaders define themselves as 
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CHAPTER 8 Participative Management and Leading Teams 
participative managers if they delegate tasks to their subordinates. Although this prac- 
tice might lead to more subordinate participation in decision making, the goal of del- 
egation is not necessarily to develop employees or create more commitment. Neither 
does delegation always involve power sharing with employees. The goal of delegation 
can be as simple as helping a leader ease an excessive workload. In its most basic form, 
delegation is simply handing off a task to someone else; in a more complex form, del- 
egation can resemble participative management. 


Benefits of Delegation 


Delegating tasks well to subordinates is gaining importance as managerial ranks are 
thinned and managers see their workloads increase. Production managers find them- 
selves with twice as many subordinates to supervise; sales managers see their territories 
double in current attempts to develop leaner structures. Many organizations undergo- 
ing such restructuring are testing team-based approaches. Until such techniques are 
well accepted and implemented, however, judicial delegation is still a basic tool for a 
leader’s success. The potential benefits of delegation include the following: 


» Delegation frees up the leader’s time for new tasks and strategic activities. 
» Delegation provides employees with opportunities to learn and develop. 
» Delegation allows employees to be involved in tasks. 

» Delegation allows observation and evaluation of employees in new tasks. 


» Delegation increases employee motivation and satisfaction. 


Aside from being a time- and stress-management tool for leaders, delegation allows 
subordinates to try new tasks and learn new skills, thereby potentially enriching their 
jobs and increasing their satisfaction and motivation. When employees perform new 
tasks, the leader has the opportunity to observe them and gather performance-related 
information that can be used for further development, evaluation, and preparation of 
employees for promotions. As such, delegation can be one of the tools available to 
leaders for succession planning in their organizations. Employees who consistently 
perform well on new tasks and are willing to accept more responsibility could be the 
future leaders of the organization. Without the opportunity to grow outside of their 
current job, no data are available for accurate forecasting of their performance in 
higher-level positions. 

The final benefit of delegation is, as is the case with participation, increased 
employee involvement and commitment. Job enrichment and participative manage- 
ment research (Hackman and Oldham, 1980) indicates that employees who are inter- 
ested in growth quickly feel stifled and unmotivated if they do not have the opportu- 
nity to participate in new and challenging tasks. Delegation of such tasks to them helps 
increase their motivation and commitment to the organization. 


Guidelines for Good Delegation 


As with any tool, misuse and misapplication of delegation can be disastrous. Leaders 
must take into account some relatively simple principles (see Table 8-2 for a summary). 
_ One of the major issues for leaders is to separate delegation from dumping. Leaders 
‘need to delegate a mix of easy, hard, pleasant, and unpleasant tasks to their subordi- 
nates. If only unpleasant, difficult, and unmanageable tasks are assigned consistently to 
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Table 8-2 Guidelines for Good Delegation. 





Guideline Description 

Delegate, do not Delegate both pleasant and unpleasant tasks; provide followers with 
dump a variety of experiences. 

Clarify goals and Provide clear goals and guidelines regarding expectations and 


limitations. 


expectations : 
As a task is delegated, provide necessary authority and resources 


Provide support and 


authority such as time, training, and advice needed to complete the tasl<. 
Monitor and provide —_ Keep track of progress and provide feedback during and after task 
feedback completion at regular intervals. 

Delegate to different Delegate tasks to those who are most motivated to complete them 
followers as well as those who have potential but no clear track record of 


performance. 

Encourage experimentation; tolerate honest mistakes and worthy 
efforts that may fail. 

Take workshops and training classes to assure that you have the 
skills to delegate. 


Create a safe 
environment 


Develop your own 
coaching skills 


subordinates, while leaders complete the high-profile, challenging, and interesting 
projects, delegation becomes dumping. One of the major complaints of subordinates 
regarding delegation is this exact issue. To reap the benefits of delegation, a variety of 
tasks should be delegated and the leaders should pay particular attention that their del- 
egation is viewed as balanced. 

Effective delegation requires more than handing off a task. Leaders must be clear 
about their expectations and support their followers while they perform the task. The 
support might include informing department members and others outside the depart- 
ment that the task has been delegated. Another aspect of support involves providing 
training and other appropriate resources that allow the subordinate to learn the needed 
skills. It also might require regular monitoring and clarification of reporting expecta- 
tions (Foster, 2004). It is easy for an eager subordinate to make decisions that are incon- 
sistent with the leader’s goals if the leader does not properly monitor the situation. 

One area that cannot and should not be delegated is personnel issues. Unless an 
organization or department is moving toward selfmanaged teams (SMTs) that have 
feedback and performance-evaluation responsibility, the task of performance manage- 
ment remains the leader’s responsibility. For example, it would be inappropriate for a 
manager to delegate the task of disciplining a tardy employee to a subordinate or to 
expect the latter to monitor and manage the performance of coworkers. The situation 
of SMTs often changes this guideline; such changes will be discussed later in the chapter. 

Leaders must choose carefully the followers to whom they delegate. The easiest 
choice for most managers is to delegate to the few people they know will do the job well 
(the in-group). Although such a position is logical and effeciive, at least in the short run, 
a leader must be aware of the in-group/out-group issues presented in Chapter 3. 
Therefore, leaders must select individuals who, in addition to having shown potential, 
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are also eager and motivated to take on new tasks and have the appropriate skills for the 
new challenge. A follower who is competent and eager but who failed recently on one 
assignment might also be a good choice but could be overlooked if leaders keep relying 
on their few trusted in-group members. Delegation of tasks to a varied group of followers 
further provides leaders with a broad view of the performance capabilities and potential 
of their team or department. Finally, creating a climate that tolerates mistakes and 
encourages continued training for the leader is essential. 


Why Do Leaders Fail to Delegate? 


Certain circumstances justify a leader’s unwillingness to delegate. In some cases, followers 
are not ready for delegation, are already overworked, or have such specialized jobs that 
they cannot be assigned new tasks. Such situations are rare, however, and the consider- 
able benefits of delegation far outweigh many of the arguments typically presented 
against it (Kouzes and Posner, 1987; Miller and Toulouse, 1986). The most commonly 
used argument against delegation is “I will get it done better and faster myself.” Table 8-3 
presents the typical excuses and counterarguments for not delegating. 

The excuses for not delegating tasks may be valid in the short 
run. By taking a long-term view that considers the leader’s personal 
effectiveness as well as the development of followers, however, many 
of the excuses are no longer valid. Not only does effective delegation 
require effort and resources such as training, but it also allows leaders 
to focus on higher-level strategic issues instead of day-to-day routines. 
One underlying factor that might stop many leaders from delegating 
is their personality style, their need for control, and their fear of losing 


delegation require 


also allows leaders 


Table 8-3 Excuses for Not Delegating. 


Excuses Counterarguments 


The leader’s job is to get followers prepared to take 
on new tasks. 





My followers are not ready. 


My subordinates do not have the 
necessary skills and knowledge. 


The leader’s responsibility is to train followers and 
prepare them for new challenges. 


| feel uncomfortable asking my 


Only a few tasks cannot be delegated. Balancing 
followers to do many of my tasks. 


delegation of pleasant and unpleasant tasks is 
appropriate. 

I can do the job quicker myself, Taking time to train followers frees up time in the 
long run. 

Followers are too busy. Leaders and followers must learn to manage their 
workload by setting priorities. 

If my followers make a mistake, 
| am responsible. 


Encouraging experimentation and tolerating mistakes 
are essential to learning and development. 


My own manager may think | am 
not working hard. 


Doing busy work is not an appropriate use of a leader’s 
time. Delegation allows time to focus on strategic 
and higher-level activities. 
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Not only does effective 


effort and resources 
such as training, but it 


to 


focus on higher-level 
strategic issues instead 
of day-to-day routines. 
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it. For example, as discussed in Chapter 4, a Type A’s need for control often leads to 
lack of delegation. Competitiveness also might lead Type A leaders to compete with 
their followers. Other personal needs, such as a need for power (McClelland, 1975), 
also might cause leaders to want to maintain power over all activities, preventing them 
from delegating. 

Although for many years management and leadership included participation 
and delegation, they recently took on a new form in team-based organizations with the 
introduction of empowerment and concepts such as self-leadership, which are consid- 
ered next. 


Leading Change Anne Sweeney of 
Disney-ABC Television 


Anne Sweeny is quick to give her team at Disney-ABC Television credit for 
her success and for being considered one of the world’s most powerful fifty 
women by Forbes and Fortune magazines. She states, “It’s wonderful to be rec- 
ognized, not just my accomplishments, but for my teams’ accomplishments” 
(Bisoux, 2006: 18). Sweeney started in the entertainment business as a page 
with ABC and has been credited with success in creating new and unique 
organizations including Nickelodeon, where she became a senior vice presi- 
dent, and being a key player in launching the highly successful FX network. 
She serves as president of Disney-ABC Television since 2004 and co-chair of 
the Disney Media Networks. She is considered a turnaround artist and a team 
player and someone who hires talented people and lets them be creative 
(The new wave, 2005). She is credited with the revival of the network with 
shows such as Desperate Housewives and Extreme Makeover: Home Edition 
(Streisand, 2005). She has further been part of the creative and risky deal to 
make the networks’ most popular shows available to iPod users. 

Passion for innovation and ability to embrace change are characteristic 
of Sweeney. She has heeded her mother’s advice to do what she was passion- 
ate about, considering the obstacles only those that she created for herself. 
Sweeney believes, “there’s a lot more gratification in trying something that 
you haven’t done and didn’t know how to do” (Kantrowitz, Peterson, and 
Wingert, 2005). “I love the jobs that I don’t know how to do. I love getting in 
there and figuring it out and making some good, big, noisy mistakes along 
the way, which is really part of the learning process (Bisoux, 2006: 22). 

To run her company, she looks to people who, like herself, are able to 
think differently and outside the box and have passion and excitement for 
what they do. She is known to be a hands-off manager, who though she is an 
over-achiever does not grab the limelight and tends to let her people do their 
job with little interference (Streisand, 2005). As a mother of two, she juggles 
her personal life and career and talks about herself as one of the most tired 
person in show business rather one of the most powerful ones. Describing 
Sweeney, Peter Tortorici, president of MindShare Entertainment and the 
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former head of CBS Entertainment, states, “It’s hard when the world is bowing 
at your feet to remember who you really are besides the person who sits in 
that chair. Anne seems to never have lost touch with that” (Streisand, 2005). 
Anne Sweeney believes that her first priority is to create the environment 
that allows creative people to do their job (Myers, 2006). 


Sources: Bisoux, T., 2006. “The change artist,” Biz#d, November—December: 18-24; 
Kantrowitz, B., H. Peterson, and P. Wingert. 2005. “How I got there: Anne Sweeney.” 
MSNBC.com: Newsweek, October 24. http://www.msnbc.msn.com/id/9756479/site/ 
newsweek (accessed July 8, 2007); Streisand, B., 2005. “Learning her ABCs,” U.S. News 
and World Report, September 4. http://www.usnews.com/usnews/biztech/articles/ 
050912/12sweeney.htm (accessed July 8, 2007); Myers, J., 2006. “Disney’s ABC’s Anne 
Sweeney: Inspiring creativity and embracing technology,” Media Village.com, February 
13. http://www.mediavillage.com/jmlunch/2006/02/13/lam-02-13-06/#continue 
(accessed July 8, 2007); “The new wave,” 2005. Fast Company, December: 50. 


EVOLUTION OF PARTICIPATIVE MANAGEMENT: 
TEAMS AND SELF-LEADERSHIP 


In many organizations that have made teams a permanent part, if not a cornerstone, 
of their structures, teams create a formal structure through which participation in 
decision making can be achieved. The use of teams in U.S. and other Western organi- 
zations was triggered to a great extent by Japan’s economic success and its reliance on 
teams and participative management (Nahavandi and Aranda, 1994). Although teams 
are not uniformly successful and they often pose considerable challenges for organi- 
zations (for research about teams and their potential problems, see Allen and Hecht, 
2004; Salas, Stagl, and Burke, 2004), a large number of organizations continue to use 
them as a technique to increase creativity, innovation, and quality. 


Characteristics of Teams 


While groups and teams both involve people working together toward a goal, they dif- 
fer along several dimensions. Table 8-4 outlines those differences. 

Rackspace, a San Antonio-based Web-hosting company, prides itself on being 
“fanatical” about customer service. Their goal is to “exceed expectations and make 
the customers say “wow?” (Overholt, 2004: 86). To achieve this goal, David Bryce, the 
customer-care vice president who joined the company in 1999, reorganized employees, 
known as Rackers, into teams of eight. Each team, guided by a team leader, includes 
account managers and billing and technology specialists who are able to quickly and 
fully address their customers’ needs without having to refer them to anyone else. Each 
team is its own profit center and responsible for its own performance, which is measured 
based on customer retention and satisfaction. Each team and its members can earn con- 
siderable bonuses if they perform well. The team approach to outstanding customer 
service paid off for Rackspace. The company continued to turn a profit while its com- 
petitors went bankrupt during the dot-com bust; the gift baskets that customers send 
their service teams to express their gratitude are just an added bonus (Overholt, 2004). 
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Table 8-4 Groups and Teams. 


Groups Teams 


Members work on a common goai. 





Members are fully committed to common i 
goals and a mission they developed. 
Members are mutually accountable to one I 
another. 


Members are accountable to manager. 


Members trust one another and team enjoys 
a collaborative culture. 


Members ail share in leadership. 


Members do not have clear stable 
culture and conflict is frequent. 


Leadership is assigned to single person. 


Groups may accomplish their goals. Teams achieve synergy:2 + 2 = 5. 


Sources: Hackman, J. R. 1900. Groups That Work (and Those That Don’t). San Francisco, CA: Jossey-Bass; Katzenbach, 
J. R, and D. K. Smith. 1993. The Wisdom of Teams: Creating the High Performance Organization. New York: Harper 
Business. 


As illustrated by the Rackspace example, the first distinguishing characteristic of a 
team is full commitment of its members to a common goal and approach that they often 
develop themselves. Members must agree that the team goal is worthwhile and agree on 
a general approach for meeting that goal. Such agreement provides the vision and moti- 
vation for team members to perform. The second characteristic is mutual accountability. 
To succeed as a team, members must feel and be accountable to one another and to the 
organization for the process and outcome of their work. Whereas group members 
report to the leader or their manager and are accountable to this person, team members 
take on responsibility and perform because of their commitment to the team. 

The third characteristic of a team is a team culture based on trust and collabora- 
tion. Whereas group members share norms, team members have a shared culture. 


Team members are willing to compromise, cooperate, and collaborate to reach their. 


common purpose. A collaborative climate does not mean the absence of conflict. 
Conflict can enhance team creativity and performance if handled constructively. 
Related to the team culture is shared leadership. Whereas groups have one assigned 
leader, teams differ by sharing leadership among all members. While this shared 
leadership is essential, leaders continue to play an important role in the success of 
teams. Particularly, leaders can help encourage a culture of collaboration (Taggar and 

Ellis, 2007) and help team learning by empowering members 


Synergy means that 
team members 
together achieve more 
than each individual 

is capable of doing. 
Whereas group mem- 
bers combine their 
efforts to achieve their 
goal, teams reach 
higher performance 
levels. — 


(Burke et al., 2006). 

Finally, teams develop synergy. Synergy means that team mem- 
bers together achieve more than each individual is capable of doing. 
Whereas group members combine their efforts to achieve their goal, 
teams reach higher performance levels. As groups become teams 
and reach their peak level of performance potential, they may 
provide their organizations with benefits such as cost reduction 
because of less need for supervision, higher employee commit- 


ment, enhanced learning, and greater flexibility (Cordery, 2004). 
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Self-Managed Teams 


Whereas traditional managers and leaders are expected to provide command and con- 
trol, the role of leaders in teams is to facilitate processes and support team members, 
The leader sets the general direction and goals; the team members make all other deci- 
sions and implement them. This new role for leaders is most obvious in self-managed 
teams (SM‘Is), which are teams of employees with full managerial control over their 
own work (for some examples, see Barry, 1991; Spencer, 1995). Numerous organiza- 
tions, such as Toyota, General Foods, and P&G, have used SMTs successfully for 
decades. In fact, P&G once claimed its SMTs were one of the company’s trade secrets 
(Fisher, 1993). SMTs exhibit the following characteristics: 


» Power to manage their work. SMTs can set goals, plan, staff, schedule, monitor quality, 
and implement decisions. 

» Members with different expertise and functional experience. Team members can be from 
marketing, finance, production, design, and so on. Without a broad range of 
experience, the team cannot manage all aspects of its work. 

» Absence of an outside manager. The team does not report to an outside manager. 

Team members manage themselves, their budget, and their task through shared 
leadership. Stanley Gault, once chairman of Goodyear, the largest tire manufacturer 
in the United States, said that “the teams at Goodyear are now telling the boss how to 
run things. And I must say, I’m not doing half-bad because of it” (Greenwald, 1992). 

» The power to implement decisions. Team members have the power and the resources 
necessary to implement their decisions. 

» Coordination and cooperation with other teams and individuals affected by the teams’ 
decisions. Because each team is independent and does not formally report to 
a manager, the teams themselves rather than managers must coordinate their 
tasks and activities to assure integration. 

» Team leadership based on facilitation. Leadership often rotates among members 
depending on each member’s expertise in handling a specific situation. Instead 
of a leader who tells others what to do, sets goals, or monitors achievement, team 
leaders remove obstacles for the team and make sure that the team has the 
resources it needs. The primary role of the team leader is to facilitate rather than 
control. Facilitation means that the leader focuses on freeing the team from 
obstacles to allow it to reach the goals it has set. 


The success of the team depends on a number of key factors. First, the members of a 
team have to be selected carefully for their complementary skills and expertise (for 
some examples of research findings, see Kang, Yang, and Rowley, 2006; Van der Vegt, 
Bunderson, and Oosterhof, 2006). The interdependence among the members makes 
creation of the “right” combination critical. The right combination depends as much 
on interpersonal skills as on technical skills. Second, the team members need to focus 
on and be committed to the team goal. For example, individuals from different func- 
tional departments such as marketing or production, although selected because of 
their expertise in particular areas, need to leave the department mind-set behind and 
focus on the task of the team. Third, the team task must be appropriately complex, as 
well as provided with the critical resources it needs to perform the task. Finally, the 


‘team needs enough power and authority to accomplish its task and implement its 
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Figure 8-2 


Building Trust. 
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ideas. The sources of team power presented in Chapter 5 are available to the team to 
allow it to perform its job. a 

Building an effective team is a time-consuming process that requires Interper- 
sonal team-building skills and extensive technical support. The development of trust, 
a common vision, and the ability to work well together all depend on appropriate 
interpersonal skills. Trust requires a number of factors as presented in Figure 8-2. To 
build trust, team members must demonstrate integrity, hard work, and mutual respect. 
They must reward cooperation rather than competition, be fair to one another, and 
communicate openly. They, further, must believe that their leaders—inside and out- 
side the team—are predictable, have their best interests at heart, and will treat them 
fairly (Cunningham and MacGregor, 2000). 

Once the trust and goals are established, tackling complex tasks requires timely 
technical training. Many of these interpersonal and technical functions traditionally fall 
on the leader’s shoulders. Leadership in teams, however, is often diffused, a factor that 
puts further pressure on individual team members to take on new tasks and challenges. 


Helping Teams Become Effective 


Several factors can help make teams effective (Hackman, 2005). Specifically, teams 


must be created with a real and challenging purpose in mind, be empowered to take 


action, and have the right amount and type of support. Even though strategies to 
make individuals more competent and effective will impact a team’s overall ability 
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Using a Sports Team Model in Management 


Organizational behavior expert and Harvard 
professor Nancy Katz suggests that managers 
can learn from sports teams how to make teams 
more effective (Katz, 2001). Here are some 
guidelines based on her work: 


e Encourage cooperation and competition. 
The first leads to cohesion; the second 
energizes team members to do their best. 


¢ Provide some early wins by assigning 
smaller, short-term, clearer tasks. Early 
successes build the team’s confidence and 
create a success spiral. 


¢ Break out of losing streaks through positive 


thinking, challenging the team to succeed, 
and focusing team members on outside 
rather than internal causes for failure. 


Take time to practice; during practice the 
focus should be on learning and experi- 
mentation rather than success. 


Keep the membership stable to develop 
cohesion and give members time to learn 
to work together. 


Review performance, particularly mistakes 
and failures; analyze problems, and learn 
from them. 


to be productive, teams often need specialized support and interventions to develop 
synergy. Possible team-training activities include the following (Day, Gronn, and Salas, 
2004): 


» Team building to clarify team. goals and member roles and set patterns for acceptable 
interaction 


» Cross training to assure that team members understand one another’s tasks 
> Coordination training to allow the team to work together by improving 
communication and coordination 


> Self-guided correction to teach team members to monitor, assess, and correct their 
behavior in the team 

» Assertiveness training to help team members express themselves appropriately when 
making requests, providing feedback, and other interactions among themselves 


As we will discuss later in this chapter, one of the responsibilities of team leaders is to 
help the team get the necessary training. 


Self-Leadership 


One of the applications of participative management and teams is the concept of self- 
leadership. With the increasing use of teams in organizations, many of the traditional 
roles of leaders are undergoing change. As we empower individual employees and 
provide them with training in various areas of business, we expect them to make 
increasingly independent decisions. Teams are designed to complement individual 
employees’ skills. SMTs are responsible for continuous assessment and improvement 
of their own product, the design of their work, and all other work processes that affect 


‘them. Leaders are elected or rotated, and individuals are pressured to accept respon- 


sibility for their decisions and actions. 
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These changes shift the focus of attention away from the leader to the sania 
nates. Charles Manz and Henry Sims first proposed a model for leadership that 
involves self-leadership and self-management by each team member (Manz and Sims, 
2001; for a recent review, see Neck and Houghton, 2006). Self-leadership is the 
process of leading people to lead themselves naan Neck, a The concept 
suggests that instead of leaders who rely on fear (the strong man”), ape on narrow 
exchange relationships (the “transactor”), or inspire commitment whi : pata 
thinking (the “visionary hero”), leaders and followers must focus on lea es em- 
selves. As a result, team members must be taught and encouraged to make t ie pa 
decisions and accept responsibility to the point where they no longer es ea a 
Self-leadership within teams means that all team members set goals and ‘ serve, eva FE 
uate, critique, reinforce, and reward one another and themselves. In suc an haa 
ment, the need for one leader is reduced; team members set goals and decide how to 
achieve them. Increased use of technology, the information revolution, and the pre- 
ponderance of knowledge workers all support the need for selfleadership, which 
involves a focus on behaviors, providing natural rewards, and engaging in aan 
thought patterns (for a detailed discussion, see Manz and Neck, 2004). Specifically, 


self-leaders 

» Develop positive and motivating thought patterns. Individuals and teams seek and 
develop environments that provide positive cues and a supportive and motivating 
environment. ane 

» Set personal goals. Individuals and teams set their own performance goals and perfor- 
mance expectations. : 

» Observe their behavior and self-evaluate. Team members observe their own and other 
team members’ behaviors and provide feedback and critique and evaluate one 
another’s performance. 

» = Self-reinforce. Team members provide rewards and support to one another. 


The role of formal leaders is, therefore, primarily to lead others to lead themselves or 


“to facilitate the self-leadership energy” within each subordinate (Manz and Sims, - 


1991: 18). Contrary to views of heroic leadership, whereby the leader is ac as to 
provide answers to all questions and to guide, protect, and save eae an e = 
cept of self-leadership suggests that leaders must get their subordinates : ee poin 

where they do not need their leader much. In effect, through the use of jo each 
techniques, the development of a team culture, proper performance saa a 
and the modeling of self-leadership, the leader sets up internal and ae 2 ; i 
tutes for leadership. The right job design and the team are the external substitute 

(see Chapter 3). The employees’ developing skills and internal Sanne aie as 
internal substitutes for the presence and guidance of a leader (see ane -2). Some 
of the strategies for the development for selfleaders include the following: 


Listen more; talk less. 

Ask questions rather than provide answers. 

Share information rather than hoard it. 

Encourage independent thinking rather than compliant followership. 


Encourage creativity rather than conformity. 
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Research on selfleadership continues to show support for the 
model (for a recent example of the link between selfleadership 
and entrepreneurship, see, D’Intino et al., 2007). The dimensions 
of self-leadership are valid and distinct from other personality vari- 
ables (Houghton and Neck, 2002; Houghton et al., 2004), and 
some research suggests that the practice of selfleadership can be 
beneficial to an organization (VanSandt and Neck, 2003). Recent 
research also considers the applicability of the concept in other cul- 
tures (e.g., Alves et al., 2006; Neubert and Wu, 2006). The concepts 
provide considerable appeal for the development of leaders and to 
help establish workable leadership roles in organizations that rely 
on teams and empowerment. 

In 2002 when Sam Palmisano, IBM’s CEO, presented the ini- 
tiative that was to jump start the venerable company, Donna Riley, 
the company’s vice president of global talent, had to work on rein- 
venting its leadership (Tischler, 2004). With help from outside consultants, she set out to 
identify the set of skills, behaviors, and competencies that IBM leaders needed to help 
the company survive. The leadership traits they developed included trust and personal 
responsibility, developing people, enabling growth, collaboration, informed judgment, 
and building client partnerships. “In a highly complex world, where multiple groups 
might need to unite to solve a client’s problems, old-style command-and-control leader- 
ship doesn’t work” (Tischler, 2004: 113). The leadership characteristics used by IBM to 
shape its future are similar to those proposed by Manz and his colleagues. 

In order to be successful, participative management and self-leadership require 
the empowerment of employees (see Chapter 5) and the changing of an organization’s 
culture. One of the key components of the cultural change is redefining the concepts 
of leadership and followership. Employees who become self-leaders do not require 
organizing, controlling, and monitoring from their leaders. Such redefinition requires 
a reconsideration of many current definitions of leadership, including the one pre- 
sented in Chapter 1. 
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THE ROLE OF LEADERS IN A TEAM ENVIRONMENT 


Are leaders becoming obsolete? What happens to leadership when all employees 
become self-leaders and teams fulfill the traditional functions of leaders? Many man- 
agers and organizational leaders worry that once teams are successful and they train 
selfleaders, they may write themselves out of a job. The answers are complex and often 
depend on the situation and the leader. Some leaders never feel fully comfortable in a 
team environment, whereas others adapt to it well or even embrace it. Leaders of the 
first type are likely to feel that they are losing their job and might focus efforts on 
regaining control. Leaders of the second type might be able to redefine their role and 
continue contributing to the organization. 

The only certainty is that the role of the leader changes in a team environment 
but it does not altogether disappear. The leaders are not in charge and are not meant 


. to command and control. Although an often-used metaphor for team leadership is an 


orchestra conductor, as opposed to a conductor, who is often highly directive, team 
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leadership must be much less hands-on (Hackman, 2005). For this reason, many prac- 
titioners (e.g., Katzenbach and Smith, 1993) refer to team leaders as facilitators and 
coaches. Leaders are caretakers of their teams, the ones who help them achieve their 
goals by providing them with instructions, conflict management, encouragement 
when needed, and resources. Leaders/facilitators still fulfill many of the functions of 
traditional leaders, but they do so to a lesser extent and only when asked. They assist 
the teams by obtaining the resources needed to solve problems and to implement 
solutions, and only interfere when needed. The leader’s central activities, therefore, 
become assessing the team’s abilities and skills and helping them develop necessary 
skills, which often includes getting the right type of training (Figure 8-3). The team 
leaders also play the role of conflict and relationship manager while they continue 
doing real work themselves. 

Another role for team leaders is to make the team aware of its boundaries. Many 
teams fail because they take on too much or ignore organizational realities and con- 
straints. For example, a team of schoolteachers assigned the role of revising the social 
studies curriculum for fourth and fifth graders might propose changes that affect 
other parts of the curriculum and then be disappointed when its recommendations 
are not fully implemented. The role of the team leader would be to keep the team 
focused on its specific task or to integrate the team with others who can help it with its 
wider recommendations. 

A recent review of leadership in teams proposes that in addition to the traditional 
view of leaders being considered to be an input into the team (e.g., the leader does 
what is needed to help the team), team leaders should also be viewed as an output or 


New Roles for Leaders in a Team Environment. 
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product of team processes (Day, Gronn, and Salas, 2004). Leadership is created by the 
team and then used as a resource or capital in accomplishing its tasks. As such, all team 
members share leadership as a distributed function to help the group perform. 
Another interesting development in the use of teams stems from the view that such 
structures might not be fully compatible with the Western cultural value of individual- 
ism. Some sources describe teams, although needed as a structural element, as already 
passé and state that the focus needs to shift to individual contributions within teams. 
The use of teams in the United States and many other Western industrialized nations 
was spurred by the West’s interpretation of Japanese management style. The Japanese 
continue to dominate many sectors of the global economy and give much of the credit 
for that success to their participative, team-based decision-making and management 
style. It stands to reason, then, that adoption of some of the same management tech- 
niques and tools should help the Western industrialized nations regain their global eco- 
nomic positions. Whereas production and technological tools such as just-in-time (JIT) 
systems have been implemented successfully in the West, however, the people- and 
team-management issues have found considerably less success. 

The relative failure of Japanese-style teams in the West and most notably in the 
United States can be blamed partially on lack of cultural fit. The collectivist Japanese 
culture fits well within and supports its management styles. The Western cultures by 
and large are considerably more individualistic, and their values often conflict with 
team-based approaches. Australians might have come up with a new concept: 
Collaborative individualism could be the buzzword of the future in the West (Limerick, 
1990). Collaborative individuals are not limited by the boundaries of the group. They 
are cooperative and helpful to their team and organization while maintaining their 
internal motivation and conflict-tolerant skills. Based on a cultural analysis, such an 
approach could be much more suitable to many Western cultures, particularly those 
that are vertical individualists, than the Japanese search for consensus and conformity 
in a team (Nahavandi and Aranda, 1994). Australian researchers propose that empa- 
thy with an ability to transform organizations and to be proactive with excellent politi- 
cal and conflict management and networking skills, creative thinking, and maturity is 
at the core of the new competencies needed by future managers. Teams still exist and 
continue to play a key role, but individuals will be the focus for performance. 


SUMMARY AND CONCLUSIONS 


This chapter presents the concepts of participative management and its extension and 
application to the use of teams in organizations. Although many benefits can be drawn 
from the use of participative management, its success depends on appropriate appli- 
cation. Cultural and organizational factors should determine the use of participation 
as a management tool. A basic application of participation is the use of delegation by a 
leader. Delegation must be implemented carefully and judiciously to ensure fair appli- 
cation; leaders must consider which tasks they should and can delegate and the indi- 
viduals to whom they are delegating. Thorough feedback and monitoring are also 
important. 

’ Many organizations formalize the use of participation through the creation of 
teams. The successful implementation of SMTs and selfleadership demonstrates the 
role of teams in revitalizing organizations. As teams continue to be used, their nature 
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and role change, as does the role of leadership in a team environment. Despite the 
need for a contingency view in the use of participative management and teams, teams 
provide a basic management tool in many parts of the world. More-focused attention 
on cultural factors along with a continued analysis of the success of participative man- 
agement and teams should lead to continued evolution of the concepts. 
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LEADERSHIP CHALLENGE: WHO GETS THE PROJECT? 


Your department includes 15 members, all of whom have been with you for at least a year. 
Although the department is generally cohesive and performs well, you are grooming four 
“stars” for promotion because you believe they are the best performers. You just landed a 
new account with a lot of potential, a tight deadline, and the need for considerable groom- 
ing and development. The success not only will give the person in charge of the project a 
lot of visibility, but also could affect your career in the company. Everyone in the depart- 
ment is aware of the importance of the project, and several people, including your four 
stars, volunteered to take it on. In particular, one of the members with the most tenure and 
experience (but not one of the four stars) is pushing to get the project. Given the project’s 
importance, you want it to be handled well and without too much direction from you. 

As you are about to delegate the project to your top star, you receive a call from the 
human resources director telling you that one of the department members filed an infor- 
mal complaint against you, accusing you of favoritism. The director can’t tell you the 
name, but wanted you to be aware of potential problems and that HR would be conducting 
informal fact-finding interviews. 


1. Who will you assign to the project? 
2. Consider the implications of your decision. 
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Leading 
Change 


Be the change that you want to see in the world. 
——MAHATMA GANDHI 


When youre finished changing, you're finished. 
—-BENJAMIN FRANKLIN 


After studying this chapter, you will be able to: 


‘... Define change and explain the forces for change. 


(| Describe types of change and explain the change process. 


i:! Summarize the reasons for resistance to change and possible solutions. 


". Present the leadership practices necessary to implement change, including 
the importance of vision. 
".. Highlight the organization characteristics that support change. 


ermanent white water” and “turbulent” are some the terms used to describe the environ- 
ment that today’s organizations face. Their environment is changing at a rapid pace lead- 
ing to the need for flexibility, innovation, and nimbleness. The effectiveness and very survival 
of most of our organizations depend on their ability to successfully adapt to changes in their 
environment while still maintaining internal health. Leading change is therefore one of the 
most challenging and vital responsibilities of leaders. Whether to implement new technology, 
update existing products or services, launch new ones, or put in place new administrative and 
management systems, leaders must guide their followers through change, which is more often 
than not perceived as painful, often resisted, and difficult to implement. Whereas managing 
change well is essential to the survival of the organization, some surveys indicate that many 
organizational leaders are not satisfied with how well their organizations can innovate and 
adapt to change and they fully realize that implementing change is a long-term process with 
many risks of failure (McGregor, 2007). 
This chapter looks at the change process and the role that leaders play in leading and 


implementing change in their organizations. 


Parts of this chapter are based on “Managing Change,” in A. Nahavandi and A.R. Malekzadeh Organizational 
Behavior: The Person-Organization Fit. Upper Saddle River, NJ: Prentice Hall. 
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FORCES FOR CHANGE 


Change is the transformation or adaptation to a new way of doings things. While related 
to innovation, the latter is the use of resources and skills to create an idea product 
process, or service that is new to the organization or its stakeholders. For example when 
in 1992 Procter & Gamble (P&G) introduced its latest innovation, liquid deter: ent to 
be a high-priced limited-production item, it triggered changes in the whole aes that 
in turn affected how P&G marketed its new product and pushed the company to change 
its plan and eventually mass produce liquid detergent. 


Internal and External Forces 


When do organizations change? What makes leaders decide to implement change? 
Forces for change are both external (in the environment) and internal (Figure 9-1) 
Changes in the environment include factors such as social trends, cultural and 
demographic changes, political shifts, the economy, and technological advances. For 
examples, in the United States and in many other parts of the world, demographic ater 
sity related to both ethnic groups and age forces organizations to consider new ways of 
addressing their customers’ needs. The case of Avon (Leadership in Action in Chapie: 6) 
shows how the company had to change because, in part, demographic and social 
changes led many women to work outside of the home, disrupting the home-based dis- 
tribution of the company’s products. The CEO Andrea Jung has focused on introducin 

new distribution and marketing methods, changing how her employees think about ihe 
products, and getting them to accept the changes. In a similar situation, the public inter- 
est in sustainability and demand for safe products has triggered the growth of organiza- 
tions such as Ecover, the Belgian-based company, which is now the world’s largest producer 
of ecological household cleaners and product. The success of Ecover, in turn, has forced 
changes in other consumer-good companies. Changes in the local and global political 
environments compel organizations to look for innovative ways of dealing with new 
problems, JetBlue (Leadership in Action in Chapter 1) was one of the first airlines to 
install reinforced doors to their planes’ cockpits in response to the terrorist attacks of 
2001. To take advantage of technological tools and connect with young voters, all the 


Figure 9-| 
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2008 U.S. presidential candidates actively use the Web to campaign pushing their politi- 
cal organizations to change. 

The internal forces for change closely follow external forces. For example, a new 
service from one hospital will push others to consider changing their offerings or wide 
uses of new technology such as the Web lead city and state governments to expand their 
online services, requiring new hires, training, and new management processes. One of 
the most common forces for change inside organizations is the performance gap—the 
difference between expected and actual performance. Another potent internal force for 
change is new leadership at any level. Therefore, not only do leaders guide organiza- 
tions through change, they are also frequently the cause of change. 

Consider the forces that are pushing the U.S. Federal Bureau of Investigation 
(FBI) to undergo extensive changes with varying degrees of success since the 9/11 
attacks on the United States. The external forces for change are global politics, consid- 
erable political pressure in the United States, public demand for security, and changing 
technology among others. Internally, the FBI faces a performance gap (a glaring failure 
by some accounts), presence of old technology, antiquated management and adminis- 


trative systems, and extensive emp 


loyee dissatisfaction (Brazil, 2007). Additionally, the 


organization’s mission shifted from one of primarily solving crime and bringing crimi- 
nals to justice to preventing threats to the U.S. national security before they occur. 
Former U.S. Attorney Dick Thornburgh states, “it’s almost a total transformation of what 
the bureau does and how it does it. It’s staggering” (Brazil, 2007). In charge of orches- 
trating the massive transformation is FBI Director Robert Mueller, who took leadership 
a week before the 9/11 attacks. The case of the FBI illustrates the many forces that push 


organization to change. 


Culture and Change 

As pressure for change increases from inside and outside of organizations, not all lead- 
ers react and respond the same way. Some perceive the pressure as a threat; others see 
it as an opportunity. One factor that determines the way leaders and their followers per- 
ceive pressures for change is culture, both at the national and at the organizational 
level. We consider the importance of organizational culture later in this chapter. From 
a broader perspective, national cultural values of tolerance of ambiguity and percep- 


National cultural 
values of tolerance 
of ambiguity and 
perception and use 
of time affect how 
leaders view change. 
In cultures such as 
Greece, Guatemala, 
Portugal, or Japan, 
where people do 
not easily tolerate 
uncertainty and 
ambiguity, pressure 
for change is seen as 
a threat and is either 
ignored or carefully 


planned and managed. 


tion and use of time affect how leaders view change. In cultures 
such as Greece, Guatemala, Portugal, or Japan, where people do 
not easily tolerate uncertainty and ambiguity, pressure for change is 
seen as a threat and is either ignored or carefully planned and man- 
aged. A Japanese business leader is likely to manage change 
through extensive and detailed long-term planning and forecasting 
supported by governmental organizations such as the Ministry of 
International Trade and Industry (MITI). MITT targets certain 
industries for growth and supports them through various economic 
and political actions, thereby reducing the potential negative 
impact of change triggered by global competition. Similarly, in 
countries such as Malaysia and Thailand, with cultures that are risk 
averse, governmental centralized planning helps support business 


leaders reduce uncertainty and ambiguity. On the other end of the 


spectrum, in Sweden, the United States, and Canada, where change 
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is tolerated and perceived as an opportunity, leaders deal with change by making quick 
changes to their organizations and implementing short-term strategies that rites the 
immediate pressures relatively more quickly than in other cultures. 

The relationship to and perception of time further affect how leaders implement 
change. Leaders from present-oriented cultures, where time is linear, are likely to react 
fairly quickly to change and focus on short-term planning. The shoreéterm orientation 
leads to a state of constant change that many U.S. organizations are experiencing. For 
example, when, in 2000, James McNemey became the first outsider to lead the 100. ear 
old 3M company, he immediately announced that he would change the DNA a the 
company. He implemented substantial changes that deeply affected 3M and left 4 years 
later to lead Boeing (Hindo, 2007). Leaders from past- and future-oriented cultures are 
less likely to react quickly to change, taking time to plan and to consider the long-term 
impact of their actions. . 


TYPES AND PROCESS OF CHANGE 


Change is stressful and usually met with some resistance as you will read in later sections 
of this chapter. Different types of changes, however, affect people differently and require 
different types of leadership. Change that is sudden and drastic is more likely to cause 
stress and resistance, whereas gradual and programmed change is easier to manage. 


Types of Change 


In some cases, leaders can carefully plan and execute change; in others, leaders and fol- 
lowers are caught by surprise and have to react without specific preparation. Table 9-1 
summarizes the different types of changes organizations face. . 

Whereas many organizations try to carefully analyze their environment and inter- 
nal conditions, for example through customer- and employee-satisfaction surveys or 
careful measures of performance, to foresee changes and to plan their course of Gee 


Table 9-1 Types of Change. 


Type of Change Description 


Planned Change that occurs when leaders or followers make a conscious effort 
to change in response to specific pressure or problem. 

Unplanned Change that occurs randomly and suddenly without the specific 
intention of addressing a problem. 

Evolutionary Gradual or incremental change. 

Convergent Planned evolutionary change that is the result of specific and conscious 


actions by leaders or follower to change the organization. 
Revolutionary or Change that is rapid and dramatic. 


frame-breaking 


Se ET PT IP NINE ees erm semeea TRC 


neta Farell based on work by Tushman, M. L., W. H. Newman, and E. Romanelli. 1986. Convergence and 
upheaval: Managing the unsteady pace of organizational evolution. California Management Review, Fall: 29-44 
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many more face changes that they do not expect or are unable = foresee. crip: 
happen either gradually or rapidly leading to 
both planned and unplanned change may hap 
sae impact on the organization. In the 3M example presented earlier, Nie 
McNerney planned the changes he wanted to implement to move the organization : 
improved efficiency, through careful monitoring, measurement, and anes Oo 
a process called Six Sigma, which relies on precision, consistency, and repeti on 
(Hindo 2007). The existing 3M culture, known worldwide for as eee is cana 
ian i i tation and tolerance for trail and error 
and innovative, was based on experimen 
eventually led to innovative products and process. ee moved habe eee 
iabili izati focusing instead on analysis, CO 5 
any variability from organizational processes, 
pices mien it was planned, the change was revolutionary and felt like a com 
i i 007). 
lete cultural transformation (Hindo, 2 : 
. The different types of change may require different actions aie Sona 
i ’s abili tructure 
i lutionary change, a leader's ability to s 
example, in the case of planned and evo 
tasks ee be important. When facing unplanned and revolutionary secre pee 
i i become more central. Additionally, based on the 
and transformational leadership may ae : 
i i i he options that are available, an 
ess considered in the next section, t 
ee, er may be different in each type of change. One fac- 


: : f 
actions that are required from a lea in ¢ C 
tor that remains constant regarding the role of leadership is the need to set a vision and 
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further suggests that change takes place in a three-stage process presented in Figure 9 2. 


Figure 9-2 Lewin’s Model of Change. 
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In the first, unfreezing state, the existing practices and behaviors are questioned 

and motivation to change develops. Unfreezing is likely to be easier when the forces for 
change, whether internal or external are strong and organizational members and lead- 
ers are aware of them. One of the major tasks of any leader is to help followers 
“unfreeze” and realize that there is a need for change. In the FBI example presented 
earlier, Director Robert Mueller has been dedicated to communicating consistently and 
repeatedly about the need for changing the culture and mission and the reasons why the 
FBI must “chart a new course” and “establish a new mission and priorities” (Brazil, 
2007). Andrea Jung of Avon has likewise focused on communicating with the company’s 
allimportant sales force of “Avon Ladies” the need to change the distribution channels. 
In some cases, although the need for change may be obvious to some, for example to 
market analysts or stock holders, employees of the organization may not agree or even 
be aware of such a need. In the 3M case, the company’s growth had slowed and the stock 
was performing poorly, prompting McNerney to implement drastic changes such as 
laying off 8000 employees (11 percent of the workforce) and putting controls on the 
creative inventors (Hindo, 2007). Based on all accounts, however, the employees never 
quite fully grasped the need for change; there had been no “unfreezing.” 

The second stage according to Lewin is the change itself where new practices and 
policies are implemented and new behaviors and skills are learned. The change can 
involve technology, people, products, services, or management practices and administra- 
tion. The leader’s role continues to be essential, supporting followers, emphasizing the 
importance of the change, correcting course as needed, and so forth. Most organiza- 
tions focus on this stage, actually making the change without paying enough attention to 
either preparing the organization for the change or to the last phase, freezing. In the last 
phase of change, the newly learned behaviors and freshly implemented practices are 
encouraged and supported to become part of the employees’ routine activities. The 
leader’s role in this stage is coaching, training, and using appropriate reward systems to 
help solidify the changes that have been implemented. 

Organizational researcher Kim Cameron believes that managing change requires 
fixed points. He states, “Unfortunately, when everything is changing, change becomes 
impossible to manage. Without a stable, unchanging reference point, direction and 
processes are indeterminate” (Cameron, 2006: 317). Although change is essential to sur- 
vival, constant change that is not allowed to take hold is likely to be ineffective. It is 
important for employees to know what is not changing and to be allowed to practice the 
new behaviors long enough to learn them before something new is once again intro- 
duced. According to Harvard Business School professor John Kotter, a well-known 
authority on organizational change, leaders must also celebrate early successes and 
short-term progress to keep followers motivated (Brazil, 2007). In the case of the FBI, 
the ongoing transformation that has been taking place for the past 5 years seems to have 
taken a toll on morale, causing heavy turnover (Brazil, 2007). For 3M, although the 
implementation of the new efficiency-oriented systems lasted for 4 years and stock prices 
did rebound, the architect of the change; McNerney, left, and most long-time employees 
did not fully adopt the change. The current CEO, George Buckley, a soft-spoken com- 

pany insider, has changed course to refocus on the innovation process that 3M is so 
famous for. He says, “Perhaps one of the mistakes that we made as a company . . . is that 
when you value sameness more than you value creativity, I think you potentially under- 
mine the heart and soul of a company like 3M” (Hindo, 2007). 
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Lewin’s model of change has four key characteristics that leaders must consider: 


> The importance of recognizing the need for change and preparing and motivating 
followers to implement it. 

» The inevitable presence of the resistance to change. 

» The focus on people as the source for learning and change. 

» The need to support new behaviors and allowing them to take hold. 


The typical model for implementing planned change and ways of managing unplanned 


change are presented next. 


Process of Planned Change 

Planned change follows a general process outlined in Figure 9-3. The process has six 
steps each of which requires different types of resources and leadership skills. The first 
step in the process mirrors the unfreezing phase of Lewin’s model. Leaders and follow- 
ers must become aware of the need for change and recognize its importance to the 
organization’s effectiveness or survival. There may bea performance gap, or employee 
dissatisfaction, or external pressure from customers or competitors. 

The second step involves developing alternatives and ideas for change. This step 
can be done by organizational leaders at different levels, through small groups or teams, 
or even with participation of outsiders. Any process that encourages participation and 
input from those who are affected most by the change is likely to ease the implementa- 
tion process. For example, most municipalities systematically gather input from the pub- 
lic about projects such as parks, freeways, or other developments. Similarly, school 


The Process of Planned Change. 


Figure 9-3 
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boards ask for feedback from parents when planning changes. The use of team and 
empowerment in organizations can be one mechanism for allowing input into the devel- 
opment of alternatives. Additionally, although there may not be a choice on whether or 
not to change, there are always many alternatives and paths to accomplish the goals; step 
two of the change process is an ideal opportunity to get involvement and buy-in. 

The next two steps are adoption of ideas and implementation of the change plan. 
These two steps mirror Lewin’s change phases. The fifth step is allocation of resources to 
support the change. Leaders have to either allocate new resources or shift current 
resources to help implement change and “freeze” the change. For example, FBI 
Director Mueller shifted some resources from fighting crime to counterintelligence to 
support the new direction, and the FBI is now training its executives through additional 
week-long courses on leading strategic change (Brazil, 2007). The allocation of 
resources is a potent message from leadership that the change matters and should be 
taken seriously. Finally, the last step in the process is evaluation of the change process 
and its outcomes. The process of planned change is a continuous and dynamic loop. 
After change is implemented, the organization must review and evaluate its effectiveness 
and assess whether the objectives are met. Did the performance gap narrow or close? 
Are various constituencies, including employees, more satisfied? Are processes more 
efficient? Does the new technology work? If the goals are not achieved, the change 
process starts over with the recognition once again of the need to change. 

The process of change either can take place in top-down manner with leaders ini- 
tiating and driving the process or can be bottom-up with individuals and teams through- 
out the organization starting and implementing the process. A top-down change fits well 
with traditional, hierarchical, command-and-control organizations and tends to force 
rapid change. However, it also may engender more resistance. The bottom-up approach 
creates more involvement and participation thereby reducing resistance. Yet, the risk of 
such an approach is not enlisting leadership support, which is essential to the success of 
any change. The case study of Best Buy at the end of this chapter illustrates a bottom-up 
approach to change that eventually needed top management support. Another example 
is Toyota taking over one of the lowest performing and most hostile Chevrolet plants 
from General Motors in Fremont, California, in the 1980s; no one expected much suc- 
cess, After renaming the plant New United Motor Manufacturing Inc. or Nummi 
(sounds like new me) and keeping the same workers and the same technology, it took 
3 months after the plant started to roll out cars again with almost’no defects (the plant 
had previously averaged 40 defects per car; Deutschman, 2007). Absenteeism and costs 
were also down dramatically. The key to the successful change was that the workers came 
up with ideas on ‘how to change things, improve quality, and cut costs (Deutschman, 
2007). This bottom-up approach to change, fully supported by top management, was the 
magical ingredient. 


Dealing with Unplanned Change 


Whereas models of planned change help leaders chart the course for change, change is 
frequently sudden, unpredictable, and not planned. The economy changes, competitors 
come up with a new product, an environmental disaster happens, or unions go on strike. 
Managing unplanned change falls into the domain of crisis management. A crisis occurs 


' when leaders and their organization substantially misread their environment or are 


caught off guard by events they could not have foreseen. Once crisis occurs, it is difficult 


305 





306 


Part III Leading 

to control. The cost to the organization, its employees, and its various stakeholders is 
likely to be high. Leaders can manage unplanned change to some extent by taking the 
following steps before a crisis develops (Mintzberg, Quinn, and Voyer, 1995; Starbuck, 
Greve, and Hedberg, 1978). As you will see, the steps have much in common with learn- 
ing organizations, a topic we review at the end of this chapter. 


» Avoid allowing the organization from becoming too formal, hierarchical, rigid, and 
inflexible. 

» Infuse moderate amounts of unreliability, unpredictability, and spontaneity into deci- 
sions to help prevent complacency. 

» Stay on the offensive and be proactive with introducing new strategies, products, ser- 
vices, or processes. 

» Replace and rotate leaders to bring in fresh ideas, methods, and visions. 

» Experiment often with new methods, products, processes, structures, and so forth, to 
help followers practice dealing with change. 


Whether planned or unplanned and even with the most careful implementation, people 
are likely to resist change. The next section considers resistance to change, its solutions, 
and the role of leaders in the process. 


RESISTANCE TO CHANGE AND SOLUTIONS 


Change is one of the main causes of stress in our lives. Even positive changes such as 
receiving a promotion or getting married can create anxiety and lead to stress. Making 
major changes in one’s life, for example changing your lifestyle after having a heart 
attack, has been found to be extremely difficult (Deutschman, 2007). Although people 
adjust to minor changes after a brief period of time, large-scale changes in life or work 
require long adaptation periods and much encouragement and support. Therefore, all 
changes, especially large-scale ones, meet with some resistance. 


Causes of Resistance 

Three general causes explain resistance to change: organizational factors, group factors, 
and individual factors. (Table 9-2 presents the causes of resistance to change.) While 
planning and implementing change, leaders consider all three causes. The primary 
organizational cause for resisting change is inertia, which is a tendency for an organiza- 
tion as a whole to resist change and want to maintain the status quo. Closely related to 
inertia are the culture and structure of the organization, which, if well established, are 
hard to change. Challenges faced by Ford Motor Company as it lost $12.7 billion in 2006 
and as it tries to reinvent itself provide an example of inertia and the power of organiza- 
tional culture, as the company is literally fighting for its life (Taylor, 2006). The company’s 
previous CEO and now chairman of the board Bill Ford Jr. gave up his job believing that 
an insider could no longer fix the problems and promising that the new CEO “knows 
how to shake the company to its foundations” (Kiley, 2007). The current CEO, Alan 
Mulally, who has little experience in the car industry, is battling what some consider 
Ford’s dysfunctional and defeatist culture. To convince employees and leaders at Ford 2 
change, he repeats the message: “We have been going out of business for 40 years 

(Kiley, 2007). Ford’s complacent culture, its highly rigid structure with a hierarchical 
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Table 9-2 Causes of Resistance to Change. 


Organizational Causes Group Causes Individual Causes 





Inertia Group norms Fear of the unknown 
Culture Group cohesion Fear of failure 

Structure Job security 

Lack of rewards Individual characteristics 
Poor timing 





Previous experiences 


pecking order that discourages sharing ideas, and its well-established leadership-training 
practices that place leaders in many jobs for short periods of time, all discourage open- 
ness and cooperation and present a barrier to change. 

In addition to inertia and culture and structure, organizations can provide barriers 
to change by not rewarding people for change or implementing change at inappropri- 


ate times, for example when the previous change has not had time to 
“freeze.” Other causes of resistance to change are related to group 
norms and cohesion. Cohesive groups with strong norms present 
many benefits. Members stick together, work well together, and can 
provide a supportive environment for learning. Strong group norms, 
however, can also be a formidable obstacle to change (Judson, 1991). 
When Marc Fields, now president of Ford Americas, joined the com- 
pany in 1989, he was informed of group norms in the executive suites, 
which included making sure to get approval from his boss before he 
brings up any problems at meetings (Kiley, 2007). CEO Mulally is 
working on changing such group norms of secrecy and hiding mis- 


In addition to inertia 
and culture and struc- 
ture, organizations can 
provide barriers to 
change by not reward- 
ing people for change 
or implementing 
change at inappropri- 
ate times. Other 
causes of resistance 
to change are related 
to group norms and 


eee ; ; cohesion. 
takes to encourage people to admit mistakes and share information 


(Fields, 2006). 

The final cause of resistance involves individual factors such as fear of the 
unknown, of failure, and of job loss. Individual characteristics can also play a key role. 
For example, individuals who are open to new experiences, those with internal locus 
of control, or high self-monitors (see Chapter 4) are more likely to be comfortable 
with change and able to adapt to it more quickly. Similarly, entrepreneurs who tend to 
be characterized by flexibility and willingness to try new ideas, are more comfortable 
with change. Additionally, a person’s culture, particularly the degree of tolerance of 
ambiguity, may play a role. Finally, the person’s previous experience with change may 
present an obstacle to change. If an individual has experienced job loss or has been 
through other painful organizational changes in the past, he or she is more likely to be 
weary of implementing change in the future. 


Solutions 


_ As we will consider in the next section, the leader of an organization can do much to ini- 


tiate change, inspire followers to implement it, and reduce resistance to change through 
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inspiration, improvisation, creativity, and motivating followers. There are also several 
more practical approaches to dealing with change: | 


» Education and communication provide information and training through a variety 
of means including face-to-face communication, newsletters, training sessions, 
and announcements. Providing information can help reduce fear of the unknown 
and train people for the new tasks and jobs. It can also build trust. 

» Participation and involvement rely on getting input from those affected by the change 
to plan and implement it. Participating in the change process is one of the most 
effective methods of building commitment to the change. 

» Facilitation and support involve active listening and supportive communication in 
the form of counseling and support for followers. They can be highly effective 
in reducing fear. 

» Negotiation and agreement engage powerful parties who can block the change in 
discussion about planning and implementation offering incentives and trade-offs 
in exchange for acceptance of the change. 

» Manipulation and cooptation focus employees’ attention on other factors hoping 
to bypass resistance or get them on-board by bribing them. 


» Coercion relies on threats, fear, and force to push through the resistance. 


The situations to use these methods, benefits, and disadvantages of each method are 
presented in Table 9-3. 

Leaders can prevent, manage, or reduce resistance to change by using a variety of 
these methods. The next section focuses on the specific role of leaders in the successful 
implementation of change in organizations. 


LEADING CHANGE 


The approaches discussed in this section focus the importance of inspiration and 
vision in leading organizations through change. We also consider creativity, improvisa- 


tion, and the processes for changing organizational culture as a requirement to suc- ' 


cessful change. 


Visionary Leadership 

Providing a vision and inspiring followers are one of the most important functions of 
leaders during change. A clear vision provides followers with reasons for change. It 
further supports the actual change process helping followers keep the goal in mind 
and helps them stay focused during refreezing. The inspiration that a leader can pro- 
vide to his or her followers sustains the followers and helps reduce the resistance to 
change. There is considerable diversity in the books and articles about leadership in 
the popular business press, but several themes emerge to define the visionary leader- 
ship essential to change: 


> Importance of vision. Successful and effective leaders provide a clear vision or help 
followers develop a common vision. In either case, whether stemming from the leader 
or the followers, vision is key to effective leadership. 

» Empowerment and confidence in followers. Visionary leaders emphasize empowering 
followers to allow them to act autonomously and independently from the leader. 
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Table 9-3 Methods of Dealing with Resistance to Change. 


Method 


When to Use 


Advantages 


Disadvantages 


Leading Change 





Education and 
communication 


Participation and 
involvement 


Facilitation and 
support 


Negotiation and 
agreements 


Manipulation 


Explicit or implicit 
coercion 


When there is lack of 
information and fear of the 
unknown; in all phases of 
the change process 

When people do not have 
all the information or when 
they have power to block 
implementation; in all phases 
of the change process 
When people are resisting 
because of factors such as 
fear; during the change and 
refreezing phases 


When there can be winners 
and losers and groups and 
individuals have power; 
during the change and 
refreezing phases 

When nothing else works 
or other options are too 
expensive; during the 
change phase 

When there is no time and 
nothing else works; when 
others have power; use 
occasionally; during 
unfreezing and change 


Provide facts and 
once persuaded, 
people are less likely 
to resist 

Lead to commitment 
and can provide 
richer alternatives 
and ideas 


The only option 
when adjustment 
is the cause of 
resistance 


Relatively easy to 
implement; only 
option to balance 
power 


Relatively quick and 
inexpensive 


Can be fast and 
effective in short 
term to end 
resistance 


Time-consuming 


when large number of 


people are involved 


Time-consuming; risk 


of inappropriate change 


being implemented 


Time-consuming and 
high-risk of failure 


Can be expensive, 
time consuming and 


lead to continued and 


further negotiation 


Can lead to mistrust 
and resentment 


Can lead to resent- 
ment and morale 
problems; only 
effective in the 
short-run 


& 


Source: Based on Kotter, J. P., and L. A. Schlesinger. 1979. Choosing strategies for change. Harvard Business Review 


March-April. 


This empowerment is possible only if leaders show genuine confidence in their 
followers. 


» Flexibility and change. The fast-changing environment requires leaders to focus 
on flexibility and change in their organization. 


» Teamwork and cooperation. Successful leaders emphasize teamwork and, maybe more 
importantly, the development of shared responsibility, as well as the need for trust 
and cooperation between leaders and followers and among followers. 


Leaders play a key role in the development and communication of the vision. Some 
leaders, for instance, communicate their vision and values through stories. Patrick Kelly, 
CEO of Physician Sales and Services (PSS), relies on his storytelling skills to remind 
employees what is important (Weil, 1998). Whenever he repeats one of his favorites, 
“PSS employees chuckle. ... And they learn, or relearn, an important lesson: No matter 
how badly other people treat you, no matter how confident you get about your future, 
never burn your bridges” (38). Researcher Noel Tichy recommends that leaders develop 
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three stories. The first one, the “Who I am” story, should tell who the 
leader is. The second story is about “Who we are.” Finally, the leader 
must have a “Where we are going” story (Weil, 1998). Other consul- 
tants and practitioners agree that storytelling can be one of the most 
powerful ways for leaders to communicate their vision to their fol- 
lowers. According to Harvard professor Howard Gardner, “Stories of 
identity convey values, build esprit de corps, create role models, and 
reveal how things work around here” (Stewart, 1998b: 165). For 
example, Howard Schulltz of Starbucks (see Leading Change in 
Chapter 10) is a master storyteller who relies on sharing his personal 
experiences as a way of explaining his vision for the company. 
Similar to the ideas proposed by charismatic, transforma- 
tional, value-based, and spiritual leadership (see Chapter 6), the 


leader’s vision is vital to creating change. A motivating vision is clear and understand- 
able, challenging, idealistic yet achievable; it appeals to emotions and is forward looking. 
Andrea Jung of Avon and A.G. Lafley of P&G do not rely on personal stories, but keep 
their message simple and repetitive to assure that their followers hear it and under- 
stand it as a priority. Having a forward-looking vision is essential for transforming orga- 
nizations and enacting large-scale change. Kouzes and Posner (2007) propose one of 
the most clearly developed models of visionary leadership. In addition to presenting 
the practices of what the researchers call exemplary leadership (Figure 9-4), the model 
considers the followers’ points of view and their expectations of leaders. Leaders have 
to model the way, develop and inspire a shared vision, challenge the status quo, 
empower and enable their followers to act, and motivate and support them (Kouzes 
and Posner, 1993). 

Kouzes and Posner (2003a, 2007) emphasize the importance of motivation, 
reward, and recognition—in their words “encouraging the heart”—as key aspects of 
empowerment, confidence in followers, and development of trust. They specifically 
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suggest that in order to truly motivate and inspire followers, the leader must do the 
following: 


» Set clear standards for behavior and performance that are accepted by all followers. 

» Expect the best from followers through a genuine belief in their abilities. This strong 
belief creates a self-fulfilling prophecy in followers, who will, in turn, perform better. 

» Pay attention by being present, walking around, noticing followers, and caring about 
their behaviors, actions, and results. 

» Personalize recognition not only by considering each follower’s needs and 
preferences, but also by making them feel special in the process. 

» Tella story about followers, events, and performances as a way to motivate and teach. 

» Celebrate together. Leaders must look for many opportunities to celebrate the team 
and the individual’s success together. 


» Role model the preceding principles to gain credibility and reinforce the message. 


To be exemplary and visionary, leaders need to commit themselves to continuously ques- 
tioning old beliefs and assumptions. This process leads to the creation of a new common 
vision. Through empowerment, encouragement, and proper role modeling, leaders can 
motivate followers to implement the vision. The driving force behind a leader’s ability to 
fulfill this commitment is his or her credibility (Kouzes and Posner, 1993). By asking fol- 
lowers about the characteristics they admire most and expect from their leaders, Kouzes 
and Posner suggest that honesty, the ability to be forward looking, and the capacity to be 
inspiring and competent are the pillars of a leader’s credibility. Leaders’ ability to 
change followers and the organization depends on their credibility. 

When Rob Waldron became CEO of JumpStart in 2002, he took over a successful 
organization that was sending AmeriCorps volunteers and college students to teach 
Head Start programs in various cities to combat the rising trend of preschoolers in low- 
income communities entering school without the skills needed to succeed (Overholt, 
2005). With the mandate to grow the organization, Waldron admits, “This is the greatest 
management and leadership challenge I’ve ever faced. . . . I had to learn how to lead 
people and persuade them to a common end” (55). Waldron tackled the goals by decen- 
tralizing decision making, giving power to each center to encourage its employees to 
bring out their best ideas, and cutting staff at headquarters to raise everyone else’s salary 
and attract fresh talent. His strategies paid off, and JumpStart grew 33 percent in 2003. 
Talking about his organization’s achievement, Waldron said, “Our legacy is real social 
change. To have the joy of knowing your day-to-day struggles are turning into something 
that is life-changing. .. . [just wish everyone got to feel that way about their work” (55). 

The visionary approach to leadership and change allows us to explain one of the 
most interesting and visible sides of leadership. It lets us talk about the leaders who 
everyone would agree are the real leaders—those who transform their organizations. 
Despite some survey-based studies, however, this approach generally lacks strong empir- 
ical research needed to establish its validity and to clarify and refine its propositions. 

It is clear that visionary leadership is needed in times of crisis and that it plays an 
essential role in implementing change. The effect of such leadership in times when con- 
solidation and status quo are needed, however, is not as clear. Change-oriented leader- 
ship, by definition, works in times of change; the role of such a leader when change is 
not the focus is not clear. Anecdotes of the disastrous effects of change-oriented leaders 
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in times when change is not needed are common and point to the limitations of vision- 
ary leadership. The current discussions of visionary leaders do not address these limita- 
tions. Additionally, no research looks at the fate of organizations and employees who 
either do not buy into the leader’s vision or who buy into an inappropriate vision, as may 
have been the case at 3M. Many historical and political examples can be found, though. 
The extent to which similar events would occur in organizations needs to be explored. 
Despite these shortcomings, visionary leadership provides guidelines for manag- 
ing change. Accordingly, leaders must have passion, develop their credibility, develop 
and clarify their vision, share power with their followers, and—perhaps most 
importantly—role model all the attributes that they expect in their followers. 


Leading Change Jeff Iimmelt 


Replacing someone who was touted as one of the best business leaders in the 
world and has become an icon in leadership and management is no easy feat. 
Jeff Immelt, who stepped in after Jack Welch to become CEO of General 
Electric (GE) in September of 2001, however, has taken on the task with 
apparent ease and comfort. He is implementing changes where many do not 
see an obvious need. Immelt is focusing on changing the leadership culture 
at GE on instituting a team culture (Nocera, 2007). He wants his company to 
be a role model for sustainability (McClenahen, 2005) and is reaching out to 
a wide range of constituencies beyond the shareholders (Murray, 2006). His 
soft approach and understated style are big assets to him in this process. 
Whereas Welch was loud, domineering, and impatient, Immelt is quiet, self 
confident, and has a good dose of “people” skills. He believes the key to get- 
ting people onboard is that “People want to win. And if people think they’ve 
been given the capability to win and are the winner, that’s how you get peo- 
ple in the game” (Byrne, 2005). 

While much different than his predecessor, Immelt is said to be equally 
tireless, dedicated, intelligent, disciplined, as well as relaxed and charming 
(Colvin, 2005). Immelt is keenly aware of the importance of getting people 
onboard and the challenge in managing the change process. Discussing what 
university students should learn, he states, “I’d really want to re-engage peo- 
ple around innovation and risk-taking . . . emphasize team building. Good 
business is about good ideas, and good ideas come when people work 
together” (Bisoux, 2006: 22). At GE, everything is carefully planned and mea- 
sured so creating a team environment is no different. Employees are being 
taught team skills, managers and leaders are carefully evaluated on those 
skills, and those who show the best potential and performance are promoted 
to lead others. Through this careful process, the organization can slowly 
change its culture. Although innovation is Immelt’s primary focus, he also 
considers that change needs to be focused and that people cannot take on 
too many initiatives at any one time. For him, the role of the leader is to keep 
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that focus and communicate the new direction often. He states, “This is a 
company where we want people to make a difference. We want them to be 
proud of where they work” (Byrne, 2005). 

Immelt’s leadership is a well-thought-out process. He explains, 
“I always say that good leaders tend to be good students of leadership. . . . 
Leadership is uJtimately a journey into itself” (Bisoux, 2006: 22). His low-key 
style and his focus on process and innovation have earned him the rank of 
the world’s best CEOs only a few years after taking on a tough leadership 
challenge (Murray, 2006). 


Sources: Bisoux, T., 2006. “Idea man,” BizEd, May-June: 18-22; Byrne, J. A., 2005. “Jeff 
Immelt,” Fast Company, July, http://www.fastcompany.com/magazine/96/jeff-immelt. 
html (accessed July 10, 2007); Colvin, G., 2005. “The bionic manager,” Fortune, ° 
September 19. http://jcgi.pathfinder.com/fortune/fortune75/articles/ 
0,15114,1101055,00.html (accessed July 10, 2007); McClenahen, 2005. “GE’s Immelt 
sees green in being green,” Industry Week, August: 13; Murray, A., 2006. “A tale of two 
CEOs: How public perception shapes reputation,” Wall Street journal, July 12: A2; 
Nocera, J., 2007. “Running G.E., comfortable in his skin,” The New York Times, June 9. 
http://select.nytimes.com/gst/abstract.html?res=FA0B1FFC3D5B0C7A8CDDAF0894 
DF404482 (accessed July 10, 2007). 


CREATIVITY AND IMPROVISATION 


As proposed in visionary leadership, modeling the way is crucial in leading change. 
Leaders must show followers through their own actions how change can be imple- 
mented and how it can successful. To that end, the leader’s creativity and ability to 
improvise become exemplary. 


Creativity 


Creativity, also called diversity or lateral thinking, is the ability to link or combine ideas in 
novel ways (see Chapter 4). Creativity for leaders and followers is a key factor in organi- 
zational ability to innovate and change (see Self-assessment 9-2), Creative people tend to 
be confident in the paths they select and are willing to take risks when others give up. 
They focus on learning and are willing to live with uncertainty to reach their goals. 
These traits and behaviors help when facing change. Leaders can put in place several 
processes to help their followers be more creative and accept change more readily: 


> Leadership style. Autocratic leaders who demand obedience impede the creative 
process and open exchange that encourage creativity. 


> Flexible structure. Less centralized and less hierarchical structures allow for free 
flow of ideas. 


> Open organizational culture. Being creative and seeking novel solutions is more 
likely in a culture that values change and constructive deviance rather than 
tradition and conformity. 


> Questioning attitude. Leaders can encourage and inspire followers to question 


assumptions and norms and look for novel alternatives instead of rewarding 
agreement and obedience. 
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» Tolerating mistakes. By encouraging experimentation, tolerating, and even rewarding 
some mistakes, the leader can send a strong message about the importance of 
taking risks. 


Many decision-making tools, such as brainstorming, can be used to enhance followers’ 
creativity. In brainstorming (or brainsailing), team members are encouraged to gener 
ate a large number of ideas and alternatives without any censorship. Another method 
called cooperative exploration requires individuals to consider a problem by taking differ- 
ent positions and perspectives (De Bono, 1999). Instead of looking at an issue from the 
typical positive and negative points of view, lateral thinking encourages people to con- 
sider a problem from neutral, emotional, optimistic, cautious, creative, and analytical 
perspectives. By using such techniques, leaders can encourage their followers to take 
broader perspectives and build a culture experimentation and creativity. 


Improvisation 


Closely related to creativity is improvisation. According to researchers Robert and 
Janet Denhardt, authors of The Dance of Leadership, “improvisation is a vital leadership 
skill, one essential to the process of emotionally connecting with and energizing others” 
(2006: 109). These researchers liken leadership to art, particularly dance, focusing on 

the intuitive nature of leadership and the need to master its 


Improvisation involves 
creation of something 
spontaneously and 
extemporaneously 
without specific 
preparation. It occurs 
without a script and 
without perfect infor- 
mation and requires 
a combination of 
preplanned and 
unplanned activities 
and materials. Having 
expertise, knowledge, 
and perspective on 
the situation are also 
required, because 
without these ele- 
ments, the leader is 
not likely to under- 
stand the leadership 
situation and environ- 
ment enough to be 
able to lead. 


rhythms. Improvisation, a term often used for artists rather than 
leaders, involves creation of something spontaneously and extem- 
poraneously without specific preparation. Denhardt and Denhardt 
suggest that it occurs without a script and without perfect informa- 
tion and requires a combination of preplanned and unplanned 
activities and materials. Having expertise, knowledge, and perspec- 
tive on the situation are also required, because without these ele- 
ments, the leader is not likely to understand the leadership situa- 
tion and environment enough to be able to lead. Improvisation is 
not “winging” a solution. It is based on deep preparation, self- 
knowledge, self-reflection, experience, and confidence, all also ele- 
ments of authentic leadership. A musician states, “an ability to 
improvise . . . depends firstly on an understanding, developed 
from complete familiarity, of the musical context within which one 
improvises” (115). 

To be able to change their organizations, leaders themselves 
must be able and willing to take risks. As do artists, leaders must 
hone their skills, practice often, develop competence, and be willing 
to work with their team of followers to experiment and transform 
themselves and their organization. 


CHANGING HOW ORGANIZATIONS 
APPROACH CHANGE 


To implement change successfully, most organizations must change their culture in 
fundamental ways. Although the various methods described above all support change, 
the most basic and essential steps to successful change is to design organizations that 
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are built to change (Worley and Lawler, 2006) and have cultures that are ready to 
change (Wall, 2005). The concept of learning organizations has been proposed to 
address the importance of flexibility and the ability to learn, adapt, and change con- 
tinuously (Senge, 2006). 


Leaming Organizations 


Learning organizations are organizations in which people continually expand their 
capacity to create, where innovation and cooperation are nurtured, and where knowl- 
edge is transferred throughout the organization. Such an organization learns and cre- 
ates faster than others, and this ability becomes a major factor in its survival and success. 
Learning organizations do not simply manage change; their goal is to become a place 
where creativity, flexibility, adaptation, and learning are integral parts of the culture and 
everyday processes. 

The elements that make up the core of learning organizations are presented in 
Table 9-4. In order for organizations to learn and accept change as part of their routine, 
the leaders and members must have a shared vision of the current and future states. 
Charismatic, transformational, authentic, and visionary leadership are all elements of 
building that vision. Then, it is essential that leaders and followers understand how the 
organization functions as a system both internally and within its environment and be 
aware of the stated and unstated assumptions that make up the culture of their organi- 
zations. Without understanding how the organization truly functions, it is hard to imple- 
ment change. The vision and the knowledge of the organization and its culture allow 
organizational members to identify what needs to be changed and the best ways to 
approach the transformation. Finally, successful change requires expertise and continu- 
ous development of new skills and competencies for individuals and for teams. 


Table 9-4 Core Elements of Learning Organizations. 


Element Description 





Shared vision Using cooperation and openness to build a shared vision through a com- 


mon identity and a common goal of the future that leads to commitment. 


System thinking Understanding inter-relations and the invisible and visible bonds that con- 


nect people inside and outside the organization. 


Mental models Being aware of stated and unstated assumptions and mental models that 
guide behaviors and decisions and developing new ones based on open- 


ness and cooperation. 
Personal mastery Continually clarifying and developing personal visions and goals, and : 
expanding skills sets and levels of proficiency. 3 
Team learning Developing synergy and the ability to think and work together to ques- 


tion assumptions and build new processes. 


Sources: P.M. Senge, “The Fifth Discipline: The Art and Practice of Learning Organizations,” New York: Doubleday, 2006; 


_ P.M. Senge, “Leading learning organizations,” Training and Development, 1995, 50(12), 36-37; P.M. Senge and J.D. 


Sterman, “System thinking and organizational learning: Acting locally and thinking globally in the organization 
of the future,” European Journal of Operations Research, 1992, 59 (1), 137-140. 
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* Skilled incompetence : 
¢ Tilusion of taking charge 
Figure 9-5 Blocks to Learning in Organizations. 


Figure 9-5 presents the factors that prevent organizations from learning. These fac- 
tors are organizational learning disabilities of sorts. They are patterns of thinking and 
behavior that members have adopted that block change. According to Senge (2006), 
these block or disabilities, stem from lack of system thinking that leads to looking at 
tasks, jobs, problems, and goals as separate and isolated from one another. Additionally, 
leaders that are focused on large-scale change may fail to ignore the gradual and incre- 
mental change that may be occurring and likely to lead to the same outcome. They also 
may focus on specific events or causes of problems without considering the context in 
which they may be occurring or all the system-wide factors that may be contributing to 
them. The focus on events results in trying to find someone or something to blame for 
the problems. Identifying these enemies detracts from fully considering the problems 
and focusing on solutions. Another organizational learning disability is skilled incompe- 
tence, which refers to relying on people with highly developed but narrow expertise who 
are celebrated and expected to provide answers. Because they are there to solve prob- 
lems, they often cannot admit to lack of understanding or knowledge or to making 
mistakes. They, therefore, cannot learn and. become incompetent in spite of their con- 
siderable skills. The situation becomes even more precarious if leaders are those who 
have skilled incompetence. Finally, another factor related to leadership is the illusion of 
taking charge and of one person being responsible to lead all others through the 
problem, instead of having shared leadership, empowerment, and cooperation. 

To support their organizations in being change ready and become learning orga- 
nizations, leaders can take several actions to build an open and supportive culture that 
will support ongoing transformation. Actions include 


» Openness to new ideas. Welcoming and encouraging new ideas; this involves role 
modeling, tolerance for a questioning attitude, and supporting and rewarding 
openness. 

» Local solutions. Encouraging and allowing each person, team, or department at every 
level of the organization to find and implement its own solutions without focusing on . 
standardization. The local solutions can be used as learning tools by others without 
imposing them across the organization. 

» = Time for learning. Providing organizational members time and resources to learn new 
ideas and experiment with a focus on long-term rather than short-term results. 

» Appropriate leadership. Leading organizations by inspiring a shared vision, providing 
guidance, support, and service rather than imposing a top-down vision and 
solutions. 
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The example of McNerney in 3M provides a case for obstacles and support for learning 
organizations. Based on its creativity and track record for innovation, 3M had many of 
the elements that encourage learning in organizations. Before McNerney taking leader- 
ship, the organization focused on local solutions, open communication among inven- 
tors, and plenty of time and tolerance for learning and experimentation. In his search 
for efficiency, McNerney replaced many of the elements that made 3M a learning orga- 
nization with factors that blocked learning. Implementation of a one-size-fits-all Six 
Sigma process, focus on specific events rather than looking for system-wide causes of 
problems, and an imposed vision from the top rather a shared vision, all eroded the cul- 
ture and 3M’s ability to learn. Whereas the company continues to face challenges in 
maintaining its growth and profitability, the current leaders are reinstituting many of the 
elements that gave the company its innovative culture (Hindo, 2007). 

Herman Miller, the office furniture maker, provides another example of a learning 
organization (Glaser, 2006; Herman Miller Culture, 2007). The company has been rec- 
ognized as one of the best in its industry for its innovation and unique culture. It is 
known for its focus on its employees through flex-time, telecommuting, and employee 
learning and ownership. It works with clients to develop distinctive solutions to their 
unique problems (Salter, 2000b). But what makes the company truly a learning organi- 
zation is the focus on curiosity and learning. Author Glaser describes the culture in her 
book The DNA of Leadership: “To encourage a wonderful sense of curiosity, leaders focus 
on helping Herman Miller employees experiment and take lessons from those experi- 
ments. This is such a strong part of the culture that’s built into everything they do and 
say—ait’s embedded in their genetic code” (Glaser, 2006: 180). 


Role of Leader in Changing Organizational Culture 


Chapter 7 presented the many ways in which top-level leaders can influence their organi- 
zations (see Figure 7-4 for a summary). Additionally, Edgar Schein has identified several 
specific mechanisms that leaders use to shape the culture of their organization (2004). 
They include: 


> Communicate priorities. By stating what is important, in terms of a general vision, spe- 
cific issues that must be addressed, and ways in which they must be addressed, leaders 
make a powerful impact on their organization. For example, A.G. Lafley, CEO of P&G 
is relentless about repeating the simple message of paying attention to customers (see 
Leadership in Action in Chapter 7). 

» Role model. Although what the leader Says is important, even more powerful is what the 
leader does. Leaders must be the change they want to see. Their actions demonstrate 
their values and what is truly important. For example, many historical charismatic 
leaders including Mahatma Gandhi and Nelson Mandela have gone to prison for 
their beliefs. A particular opportunity to role model desired behaviors occurs during 
times of crisis when the focus on and the need for leadership is increased. How a 
leader acts when facing unplanned change, what she pays attention to, and how his 
priorities may change all provide authoritative guides for followers. 

» Allocate resources and rewards. A more practical and equally impacting action is how 
the leader allocates resources and rewards. By rewarding compliance and conformity, 
a leader who professes that she values innovation and experimentation shows what 
she truly values. Similarly, by promoting individuals who demonstrate the values and 
mission of the organization, the leader can make a clear impact on the culture of the 
organization. 
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Applying What You Leam 
Guidelines for Change 


The research and practice of leading organiza- 
tions through change is rich with studies and 
examples, all of which do not make the actual 
implementation of change easier. Changing 
people and organizations that have established 
a culture is a challenging task. Here are some 


practical pointers: 


© Communicate and explain; then repeat. 
Although it may be easy to use the 
parental “because I say 50,” getting follow- 
ers to understand and accept change 
takes communication, repetition, and 
clarification. You should be able to clearly 
explain why your followers must change 
and why the course of action selected is 
the most viable. Practice those key com- 
munications to get your message just 
right. You should also communicate often 
throughout the change process. 

° Identify people who can be change agents. In 
every organization, there are opinion 
leaders who are respected. Winning them 
over and enlisting their support for the 
change will move implementation along 
much faster. 


Many other mechanisms that leaders use t 
structure and processes, setting design crit 


Involve people in the change ihat affects them. 
You may not have a choice about the 
actual change, but you are more likely to 
have a choice about various ways to go 
about the change. Whenever possible get 
your followers involved in planning. 
Participation leads to commitment and 
reduces resistance. 

Be supportive. Change is painful; be under- 
standing and supportive of your followers. 
Even if the need for change is accepted 
and there is buy-in, people will be 
stressed. Celebrate any success and make 
time for humor and relaxation as a team. 


Don’t forget those above you. Change needs 


support both from the top and the bottom. — 


As you are busy supporting your followers, 
don’t forget to keep your supervisor 
informed and involved as well. 


Role model, Finally, nothing speaks more 
loudly than your actions. Monitor your- 
self, and make sure you do not con- 
sciously or unconsciously undermine the 
change effort. Be the change you want 
to see. 


o shape their organizations are design of the 
eria, and even selection of the physical space 


(Schein, 2004), several of which are discussed in Chapter 7. 


SUMMARY AND CONCLUSIONS 


Change has become the only constant in today’s organ 
forces pressure organizations to be flexible, adapt, and tr 
ability to guide and support followers through change is one of the 
and may vary depending on cultural factors such as tolerance for ambiguity and percep- 
tion of time. Even though organizations woul 
change in gradual and incremental ways, many 0 
revolutionary and requires considerable transformation. Regardless of the type of 


change, leaders need to view change as a three-s 


izations. Internal and external 
ansform themselves. A leader’s 
key leadership roles 


d like to plan for change and implement 
f them face unplanned change that is 


tep process of unfreezing or preparing 
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followers for change, the actual change, and refreezing, which involv idi 
resources and support to solidify new processes and penaats. ae hae 

Planned change often follows six steps from recognizing the need for ch 
developing, adopting and implementing ideas, to allocation of resources ts : tly 
evaluation. In this process, leaders can implement the change from the top-d cae 
ing the change faster or allow bottom-up input that helps to get ete ee 
reduces resistance to change. Additionally, whereas unplanned change is b defi sitio 
unpredictable, leaders can prepare their followers by supporting flexibili ie andi 
gradual change, and experimenting with new methods. Even with ai oe es 
preparation, resistance to change is likely to occur because of ae tain e: ie 
such as inertia and culture, group factors such as group norms, and many individ al f : 
tors such as fear and individual characteristics. Leaders have many ) ae ah i 4 i 
cation, involvement, negotiation, and even coercion to reduce aioe to cha sae 

7 One of the essential roles of leaders in the change process is to develo i a d 

oo a ie oo to help support followers through the paemescoen aie 

related roles for visionary leaders are challenging th ivati 
ers, role modeling, and empowerment, all of which eS eee ae oak 

a culture that can sustain change. Other leadership roles include role modelin ss dl . 

porting creativity and improvisation. An organization that has flexible and - See 

tures and cultures, where mistakes are tolerated and experimentation and a i an 
attitude encouraged, can encourage creativity. Improvisation requires dee ep ae 
aarti ane commitment, all of which are also elements of HON irae 
ee erat ' ability to support followers through organizational change sien 
aving an organizational culture that is built and ready for change and con- 
tinuous learning. The leader plays a critical role in creating a learning or a ti d 
in developing followers’ ability to think broadly, develop personal ee ane. 5 a 


team, and develop as shared vision to assure that the organizatio Ww e y 
$22 nm as hole 18 Yr ad to 
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LEADERSHIP CHALLENGE: IMPLEMENTING 
UNPOPULAR CHANGE 


Your supervisor has just informed you of a major restructuring in your area aimed at increas- 
ing efficiency. She is assigning you to implement the necessary changes. The plans are com- 
ing from headquarters and are not negotiable. In addition to losing a couple of positions, 
your department will be moved to a new less-desirable location across town and will have to 
share administrative support with another team. Upper management is further using the 
restructuring as an opportunity to implement a much-needed new web-based customer rela- 
tions system. 

Your team of 15 people is cohesive, and you know that letting go of two of your mem- 
bers will be hard on everyone. In addition, the new location is farther for all of you, and 
your offices will not be as nice. Although the new technology is welcome, there will be a 
great need for training and support before it can be fully implemented. On a personal level, 
you are very upset about the change. This is the second major change in as many years that 
you have had to implement without having a chance for input. You experience considerable 
stress and are worried about your team’s reaction and ability to pull this through. Yet, your 


career depends on implementing the change. 


I. How should you approach your team? 
2. How much of your personal feelings should you share? 
3. What are some key actions you should take? 
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REVIEW AND DISCUSSION QUESTIONS 


Ge SOF an 


ND 


Il. 


Describe the internal and external forces for change. 

What role does culture play in how people perceive change? 

Describe the five different types of changes organizations face. 

Explain Lewin’s model for change and its implications for organizations. 

Present the six steps in the process of planned change, and describe the role of 
leaders in each step. 

What can leaders do to prepare their organization to deal with unplanned change? 
Present the organizational, group, and individual causes of resistance to change. 
Describe ways in which resistance to change can be reduced, and explain when each 
method can be used. 


. What is visionary leadership and how does it relate to change? 
10. 


Compare and contrast creativity and improvisation, and explain their role in leading 
change. 

What are the elements of an organizational culture that supports change, and what 
role do leaders play in developing that culture? 








(Continued ) 
2. How was change implemented? 


3. What role did various leaders play in the 
change? 


Leadership in Action: 
QUESTIONS 


1. What are the internal and external 
forces for change at Best Buy? 


Sources: Boyle, M. 2006. “Best Buy’s giant gamble.” CNNMoney.com, March 29. http:// money.cnn.com/ 
magazines/fortune/fortune_archive/2006/04/03/ 8373034/index.htm (accessed September 3, 2007); 
Breen, B., 2005. “The clear leader,” Fast Company, March: 65; Kiger, P. J., 2006. “Throwing out the rules of 
work,” Workforce Management, October 7. http://www.workforce.com/section/09/ feature/ 24/54/28 
(accessed September 3, 2007); Conlin, M., 2006a. “Smashing the clock,” Business Week, December 11. 
http://www.businessweek.com/ magazine/content/06_50/b4013001.htm (accessed July 9, 2007); 
Conlin, M., 2006b. “How to killa meeting,” Business Week, December 11 http://www.businessweek.com/ 
magazine/content/06_50/b4013008.htm (accessed July 10, 2007). 
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Leaders 


You must do the things you think you cannot do. 
—ELEANOR ROOSEVELT 


The aim of life is self-development. To realize one’s nature perfectly—that is what each 
of us is here for. 
—-OSCAR WILDE 


After studying this chapter, you will be able to: 


&! Define the elements of leader development. 


2! Describe the elements of learning. 


‘1 Review areas that are addressed in leader development. 


' Outline criteria of an effective development program. 


‘21 Present the methods used in leader development. 
“J Consider the role of culture in leader development. 


“ Summarize the role of the person and the organization in effective leader development. 


QO" of the fundamental premises of this book and modern leadership theory and 

practice is that leadership can be learned. Leaders are not born; they are made. 
Whereas our individual characteristics and traits may create barriers for some and make 
it easy for others to learn the art and practice of leadership, leadership scholars widely 
agree that leaders can improve and develop their leadership skills. The turbulent envi- 
ronment that organizations face and the need for flexibility make developing leaders 
and expanding their ability to lead and the skills they use in leading others even more 
important. It is, therefore, not surprising that organizations and individuals devote 
considerable resources to leader and leadership development. By some accounts, the 
large majority of U.S. companies with over 10,000 employees spend over $750,000 on 
leadership development each year (Murphy and Riggio, 2003). Developing leaders so 
that they are ready to address the changing needs of organizations and their stake- : 
holders is an essential part of the effectiveness of organizations. 

Questions such as how do people learn, what are key elements of developing 
leaders, and what are the best methods for creating long-term behavioral change 
are integral parts of the discussion of leader development and the focus of this chap- 
ter. We will define the concepts of leaders and leadership development, consider the 
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Leadership in Action: (Continued) 


QUESTIONS 2. How was change implemented? 
3. What role did various leaders play in the 


i rnal 
1. What are the internal and exte change?. 


forces for change at Best Buy? 


Sources: Boyle, M. 2006. “Best Buy’s giant gamble.” CNNMoney.com, March 29. http://money.cnn.com/ 
magazines/fortune/fortune_archive/ 2006/04/03/8373034/index.htm (accessed September 3, 2007); 
Breen, B., 2005. “The clear leader,” Fast Company, March: 65; Kiger, P. J., 2006. “Throwing out the rules of 
work,” Workforce Management, October 7. hetp:// www.workforce.com/section/09/feature /24/54/28 
(accessed September 3, 2007); Contin, M., 2006a. “Smashing the clock,” Business Week, December 11. 
http://www. businessweek.com/magazine/content/06_50/b4013001.htm (accessed July 9, 2007); 
Conlin, M., 2006b. “How to kill a meeting,” Business Week, December 11 http://www.businessweek.com/ 
magazine/content/06_50/b4013008.htm (accessed July 10, 2007). 
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You must do the things you think you cannot do. 
—ELEANOR ROOSEVELT 


The aim of life is self-development. To realize one’s nature perfectly—that is what each 
of us is here for. 
—Oscar WILDE 


After studying this chapter, you will be able to: 


() Define the elements of leader development. 





L Describe the elements of learning. 













i! Review areas that are addressed in leader development. 
| Outline criteria of an effective development program. 
== Present the methods used in leader development. 

| Consider the role of culture in leader development. 


=) Summarize the role of the person and the organization in effective leader development. 


()" of the fundamental premises of this book and modern leadership theory and 
practice is that leadership can be learned. Leaders are not born; they are made. 
Whereas our individual characteristics and traits may create barriers for some and make 
it easy for others to learn the art and practice of leadership, leadership scholars widely 
agree that leaders can improve and develop their leadership skills. The turbulent envi- 
ronment that organizations face and the need for flexibility make developing leaders 
and expanding their ability to lead and the skills they use in leading others even more 
important. It is, therefore, not surprising that organizations and individuals devote 
considerable resources to leader and leadership development. By some accounts, the 
large majority of U.S. companies with over 10,000 employees spend over $750,000 on 
leadership development each year (Murphy and Riggio, 2003). Developing leaders so 
that they are ready to address the changing needs of organizations and their stake- 
holders is an essential part of the effectiveness of organizations. 

Questions such as how do people learn, what are key elements of developing 
leaders, and what are the best methods for creating long-term behavioral change 
are integral parts of the discussion of leader development and the focus of this chap- 
ter. We will define the concepts of leaders and leadership development, consider the 
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necessary elements of learning, review the methods for development, and examine 
the role of culture. Finally, we will summarize the leadership and organizational fac- 
tors that support development. 


DEFINITIONS AND BASIC ELEMENTS 


Development is an ongoing, dynamic, long-term change or evolution that occurs 
because of various learning experiences (London and Mauer, 2004). More specifically, 
leader development is defined as the “expansion of a person’s capacity to be effective 
in leadership roles and processes” (McCauley and Van Velsor, 2004: 2). It focuses on 
the individual and involves providing leaders with the tools that they need to improve 
their effectiveness in the various roles they play. Leadership development, while 
related to leader development, is different in that it focuses on an organization’s capa- 
bility to get the work done through its many leaders (McCauley and Van Velsor, 2004). 
It is important to note the difference as they each address different levels of develop- 
ment. This chapter is primarily focused on leader development, although some of the 
methods described, when applied to the whole leadership of an organization, may 
affect its leadership development. Additionally, while closely related and often using 
similar approaches, there are some differences between managerial, leader, leader- 
ship, and executive development (London and Maurer, 2004). They differ in terms of 
their focus on the person or the organization and the degree to which they are cus- 
tomized for individual participants (Figure 10-1). For example, managerial and super- 
visory development primarily focuses on education and teaching participants the skills 
to effectively conduct their day-to-day activities and take care of their employees. The 
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focus is on developing skills for the organization and the training programs are 
generic and often offered in classroom settings with many participants. Leader develop- 
ment focuses on developing the individual, taking a more holistic approach to increase 
self-awareness and provide skills. Such training may be either generic or customized. 
Leadership development is aimed at developing leadership ability across the organiza- 
tion. Finally, executive development targets developing leadership for the organization 
and frequently has a highly individualized nature, such as in executive coaching. 


Factors in Learning 


Learning involves a relatively permanent increase or change in behavior, knowledge, 
or skill that comes about because of some experience. In order for leaders to develop, 
they must learn new skills and behaviors and expand their abilities. Those changes 
must be relatively stable and last beyond the classroom or training setting. Whereas 
learning addresses the content of the change (Kegan and Lahey, 2001), development 
addresses the process. The two are therefore closely intertwined. Given that develop- 
ment arid learning involve change, many of the concepts that we discussed in Chapter 9 
regarding the models, processes, and resistance to change can apply to leader devel- 
opment as do theories of learning (e.g., Bandura, 1995). For individuals to learn and 
develop, they must first become aware of the need for change and accept it (unfreez- 
ing). Then after some change is implemented, it must be supported and sustained to 
result in the adoption and use of new behaviors, skills, or knowledge (freezing). 
Lasting change, which is at the heart of leader development, requires patience and 
persistence. As with any other change, it also is likely to be faced with resistance as the 
person may not be aware of the need to change, willing to make the necessary 
changes, or able to sustain the newly learned behaviors because of lack of practice or 
support. Such potential resistance must be taken into account by both the person and 
the organization. 

Several elements make up the core of learning (McCauley, 2001). First, the per- 
son must have the willingness to learn, which requires both motivation and readiness 
(Figure 10-2). The motivational element is related to the unfreezing step in change. 
Many of us have worked with leaders who are either unaware of their areas of weakness 
or unwilling to invest their time in changing. Without the recognition or willingness to 
learn and change, no development can take place. Recent focus of some leadership 
development research has been on the need for leaders to conduct deep exploration 
to understand their motives and sensitivities and identify potential obstacles to their 
growth (Kaiser and Kaplan, 2006). As we will discuss later in this chapter, increasing 
selfawareness and personal growth form a substantial portion of most leader develop- 
ment programs. 

In addition to motivation to learn, the person must have the ability to learn 
through the right combination of intelligence and personality traits. Learning may 
come easier to some and be more challenging for others. For example, high tradi- 
tional intelligence may help one participant grasp conceptual ideas quickly, whereas 
another who has high emotional intelligence will quickly learn social and interper- 
sonal skills. Third, leaders must have access to developmental experiences and have 
the opportunity to practice and learn. For example, employees of smaller organiza- 
tions are often exposed to diverse experiences, which are an excellent source of learn- 
ing. In larger companies, jobs and duties are narrower and more specialized. Large 
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Figure 10-2 Factors in Learning. 


companies, however, provide the benefit of extensive training and development 
resources, including educational benefits. For example, Goldman Sacks has its own 
university that focuses not only on leader and leadership development, but also on 
developing the culture of the organization (Marquez, 2007a). 

Finally, the organizational culture must support and sustain learning and devel- 
opment. This support comes not only in the form of training programs, but also in the 
form of informal systems that value learning and tolerate experimentation and failure. 
The case study of Southwest Airlines at the end of this chapter provides an example of 
an organization that supports development. Mistakes are tolerated, and organizational 
leaders focus on developing leadership in others. Another factor in organizational 
support is supervision. Supervisors who support and encourage development are key 
to the development of leaders. Such support can be through formal assignments and 
training or through informal mentoring. 

Learning requires consistent practice and persistence. It is interesting to note 
that although many of us understand the need for practice and persistence when it 
comes to things such as learning sports or a new language, we tend to forget the 
importance of practice in the even more complex skills and behaviors required to lead 
others. Communicating well and clearly, motivating followers, coaching them in their 
development and learning, and providing feedback are just some of the complex skills 
required to lead well. Learning any of them necessitates perseverance, making mistakes, 
and repetition. The CEO of L’Oreal, the giant global cosmetics company, Jean-Paul 
Agon states, “A career is made of great moments, difficult moments, success, chal- 
lenges, joys, everything. I think each moment, good or bad is a step in a journey. There 
are many, many steps, and they are all important” (Shinn, 2005: 23). 


Table 10-1 What Leader Development Addresses. 


Area Description 





Information about content of leadership; definitions; basic 
concepts such as communication, feedback, contingent 
rewards; typically through classroom education 


Basic knowledge 


Personal growth Self-awareness and understanding strengths and weak- 
nesses; getting in touch with personal values, dreams, and 
aspirations 

Skills development: supervisory, How to apply knowledge; includes supervisor and manage- 

managerial, and interpersonal rial skills such as planning, goal setting, and monitoring, as 

skills well as conceptual skills such as problem solving and deci- 
sion making, and skills related to managing interpersonal 
relations 

Creativity Expanding ability to think in novel and innovative ways and 


to think “outside the box” 


Strategic issues Developing mission; strategic planning 
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What Is Developed: The Content 


What do leader development programs address? What are the skills, The content of leader 


knowledge, behaviors, and so forth that are developed? Table 10-1 development pro- 
summarizes the typical areas that are covered by leader develop- ale by Bere abe 
ment. The content is broad and complex, reflecting the richness and eee ae 


sive, The content depends on the level of leader development such 
that basic knowledge and skills are typically aimed at supervisory and middle-level 
leaders whereas and strategic thinking is aimed at executives. Personal growth and self- 
awareness are included in most development programs with a more intense focus in 
top-level and executive leaders. Additionally, the content areas, while presented in sep- 
arate and distinct categories, are interrelated and integrated. For example, providing 
feedback, which is a basic supervisory skill, is related to communication, which is part of 
social skills. Similarly, strategic issues such as developing a vision rely on conceptual, 
communication, and interpersonal skills and require creativity. 

Each of the content areas can be addressed through a number of different meth- 
ods and tools reviewed later in the chapter. 


CRITERIA FOR EFFECTIVE 
DEVELOPMENT PROGRAMS 
Development programs have different goals, and each program provides a number of 


advantages and disadvantages. Several key criteria can be used to evaluate the effec- 
tiveness of a training program (Figure 10-3). Although all are not required, satisfying 


. more of the criteria makes a program richer and more likely to lead to long-term 


: , Ba os the richness and com- 
complexity of leadership; therefore, the list is far from comprehen- plexity of leadership. 
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Figure 10-3 Criteria for Effective Training. 


change and learning. One of the first principles of an effective development program 
is that it provides participants with assessment data about their current strengths, 
weaknesses, performance, and some information about where they stand in regard to 
the goals of the program and their leadership ability (McCauley and Van Velsor, 
2004). The availability of information about the self can encourage participants to 
improve and be a guidepost for their progress throughout the program. Many organi- 
zations recognize the importance of assessment. For example, Agilent, the maker of 
testing tools, spends considerable resources assessing its top 100 leaders through a 
comprehensive program (Frauenheim, 2007). The company has hired an outside con- 
sultant to implement a high-stakes assessment program to look at the potential leader- 
ship. Leaders are evaluated based on business results, capabilities, and potential and a 
quarterly leadership audit completed by employees to indicate their confidence in 
their managers (Frauenheim, 2007). 

The assessment data can help increase individual awareness, another principle of 
effective development programs. To learn, participants must be aware of the need for 
change and specific areas they should address so that they are ready to change. The 
awareness can result from formal data or from informal discussions with a supervisor, 
coworkers, a mentor, or a coach. Additionally, an effective development program 
exposes participants to rich experiences that challenge them to step outside their zone 
of comfort and pushes them to experiment with skills, behaviors, and approaches 
(McCauley and Van Velsor, 2004). For example, being assigned to a new task or rotating 
to another department or team is likely to have the potential for rich experience. 
Whether through a new assignment or through a specific task, or even while conducting 
day-to-day activities, leaders must have the opportunity to practice the behaviors or 
skills they have learned. One approach is to consider how artists use the studio system to 
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integrate opportunity to practice with self-awareness and rich feedback from multiple 
sources (Denhardt and Denhardt, 2006). This artistic approach is gaining popularity in 
many areas of management (Adler, 2006). Without having the opportunity for practice, 
leaders cannot receive feedback about their performance, another criteria for effective 
development programs. As is the case with assessment, the feedback can be formal, for 
example when one’s performance is reviewed or a 360-degree feedback is implemented, 
or informal through discussions with coworkers or a mentor. Anne Mulcahy, CEO of 
Xerox, believes that her ability to handle criticism has been essential to her success. She 
also suggests that the higher up leaders go, the harder it becomes to get honest and 
open feedback because “people around you want to please” (Kharif, 2003). 

The last two criteria for effective development relate to the culture of the orga- 
nization and how well it integrates its development programs with its strategic goals 
and with the needs of individual leaders. Supporting leaders to experiment with their 
new learning and providing them with training resources, opportunities for rich expe- 
riences, and feedback indicate the level of support from the organization and are a 
sign of the extent to which the organization as a whole supports learning. Finally, a key 
factor is the fit and integration of the person, the development program, and organi- 
zational goals (London and Mauer, 2004). At a very basic level, we learn and perform 
best when we love what we do and have passion for our work. L’Oreal’s CEO, Jean-Paul 
Agon, recommends to students to “choose a job that is really exciting, a job that makes 
them want to get up from their beds every morning and feel happy about going to work” 
(Shinn, 2005: 23). The passion comes from a good fit between the person and the 
organization and the job. The same fit is essential for the effectiveness of leader devel- 
opment. From an organizational point of view, an effective program is based on 
strategic goals and support for those goals. It, therefore, has a relatively long-term 
focus rather than merely addressing the latest fads and trends, or what some call a 
“flavor-of-the-month” approach to training and development. Goldman Sachs 
University’s managing director Carol Pledger recommends linking any training initia- 
tive to the organization’s strategy and to link it to individual employees’ jobs to 
increase the potential for effectiveness and long-term change (Marquez, 2007b). 

The seven criteria discussed are key elements of development programs; although 
not all are required to develop leaders, without most, the program may provide at best 
an entertaining experience with short-term benefits, but little long-term impact, as is 
the case with some popular programs we consider later in this chapter. Other specific 
conditions that help make any method for leader development more effective include: 


» Clear objectives that are tied to organizational goals, the leader’s personal goals, and 
the current of future challenges the leader may be facing. Such objectives must be 
stated ahead and means of assessing them before and after the program must be 
available. 

> Using a combination of tools and methods that provide parallel learning environments 
and address different learning styles or reinforce one another. For example, class- 
room education may be combined with an assessment center, coaching, and new 
assignments. 

» Assessment and follow-up that measure change and support the new learning and 
assure that new behaviors, skills, and styles are not forgotten or not used when the 
development program is over. Learning takes practice and persistence, and such 
opportunities should be present outside of the training session. 
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The variety of training programs and methods available are considered next and eval- 
uated in terms of how well they address the criteria for effective development. 


METHODS OF LEADER DEVELOPMENT 


There are many different approaches and methods to develop leaders, ranging from 
highly structured and formal programs, to classroom education, to observation and 
hands-on experiences. Each approach provides advantages and addresses particular 
aspects of leadership. Table 10-2 provides a comparison of the methods based on the 


criteria for effective development programs discussed above. 


Self-awareness 


Anne Mulcahy, CEO of Xerox, has been credited with bringing the company back 


from the brink of bankruptcy after it was riddled with accounting scandals and poor 


The essential role of 
self-awareness in effec- 
tive leadership is a 
key theme in leader- 
ship practice and 
research. Personal 
reflection and getting 
feedback from others 
are necessary ele- 
ments of developing 
self-awareness. 


performance. One of her basic guidelines for good leadership is 
that a leader “will recognize what she does not know and be willing 
to learn all the time” (for Anne Mulcahy, 2001). The essential role 
of self-awareness in effective leadership is a theme throughout this 
book and in leadership practice and research (Kaiser and Kaplan, 
2006; Wood and Vilkinas, 2007). Personal reflection and getting 
feedback from others are necessary elements of developing self 
awareness, a process labeled double-loop learning (Argyris, 1991). 
Additionally, some studies show that a leader’s selfawareness may 
be related to higher follower satisfaction and productivity 


(Moshavi, Brown, and Dodd, 2003). 
Guidelines for increasing self awareness include: 


» Clarifying one’s values and priorities, a process, which is a first step in self-awareness; 
the person must know what is important and what factors have priority. 

> Seeking new experiences that will challenge the leader to move outside of the zone of 
comfort and provide an opportunity to learn something about oneself; including 
opportunities to fail. 

» Seeking feedback through formal and informal channels as often as possible from - 
as many diverse sources as possible. For example, the feedback from a customer 
regarding one set of behaviors may be very different, but equally relevant, as 
feedback from a supervisor regarding those same behaviors. 


Being able to seek and accept information about oneself may, to some extent, depend 
on one’s personality traits. For example, the person’s openness to experience, one of 
the Big Five Personality factors, may play a role (Chapter 4; Barrick and Mount, 1991). 
Other factors such as self-monitoring (Chapter 4: Snyder, 1974) may make leaders 
more perceptive and receptive to feedback from others and allow them to change 
their behaviors more easily. 

Even though self-awareness is, in many ways, the cornerstone of any development 
program and a requirement for getting the leader to be willing to change and learn, it 
is not enough. Leaders must also have the tools to change. Although assessment and 
individual awareness are integral to a development program based on self-awareness, 
it does not expose the leader to rich experiences, provide opportunity for practice, or 


Table 10-2 Comparison of Development Methods. 
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demonstrate support from the organization. Therefore, by itself selfawareness does 
not satisfy most of the criteria for an effective development program (see Table 10-2). 


Experience 


If self-awareness is the cornerstone of development, then experience, or developmental 
experience, is its core. One does not learn to lead by sitting in a classroom, reading 
about leaders, or observing other leaders. Transmitting information through the class- 
room or observation is one thing; learning to exercise judgment, understand complex 
systems, and act on complex information requires hands-on practice (Daloz Parks, 
2005). Although information and observation may result in an increase in a cognitive 
understanding of what leadership is and what leaders do, they do not develop leaders. 
The experience of actually leading others is one of the most effective ways to develop 
leaders (Conger, 2004; McCall, Lombardo, and Morrison, 1988; Ohlott, 2004) and the 
core competencies essential to adaptability (Zaccaro and Bank, 2004). Having on-the- 
job experience is, in almost all organizations, essential to leadership. For example, 
Johnson & Johnson considers developing leaders one of the company’s seven critical 
leadership success factors (Fulmer and Goldsmith, 2000). In many other organiza- 
tions, such as small businesses or those that do not have resources to invest in formal 
development programs, varied job assignments and experiences are the primary 
development tool (Raskas and Hambrick, 1992). 

For job experiences to be developmental, they need to stretch leaders and 
broaden their perspective by placing them in a novel and challenging situation 
(Ohlott, 2003). This can be achieved through increasing responsibility on a current 
job, a new task, working with a different or a new project team that is unfamiliar, rotat- 
ing to a dissimilar job, international experiences, or even working with a difficult 
employee. All these experiences provide an environment where the leaders have to 
assess and understand a novel environment and use unfamiliar styles and behaviors. 
Learning from practice can further build self-confidence and a sense of self-efficacy 
(Bandura, 1995). 

Many methods for leader development based on hands-on practice have been 
developed, trying to approximate experience. For example, experience can be simulated 
by participants’ involvement in small group activities, games, role plays, or simulations, 
or by following up critical events with discussion and reflection (Ernst and Martin, 
2007). The U.S. Army, an organization with an ongoing focus on leader and leader- 
ship development, uses a method that combines self-awareness, values development, 
and knowledge and experience (Campbell and Dardis, 2004). The “Be, Know, Do” 
(BDK) model relies on a variety of development methods. Self-awareness is achieved 
through clarification of core values such as loyalty, duty, respect, and personal courage 
and development of mental, physical, and emotional attributes. The BDK model 
develops knowledge and skills in specific content areas such as technical and interper- 
sonal skills. Finally, leaders are encouraged to “do” and develop familiarity with vari- 
ous aspects of their jobs at the personal, organizational, and strategic levels (Campbell 
and Dardis, 2004). 

The U.S. Army develops its leaders by integrating many of the key factors of 
leader development and relying on experience and practice. All other methods can 
be combined with experience to provide an even more complete developmental 
experience (Kempster, 2006). For example, coaching can occur in the context of actual 
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performance; classroom education can become more powerful when new knowledge 
is tested in an actual leadership situation. Real experience, through any means, satisfies 
almost all the criteria for effective development (see Table 10-2). It develops individual 
awareness, provides a rich experience and opportunity for practice and feedback, and 
when used in the context of development, requires support from the organization and 
integrates developmental goals with organizational goals. The only potential weakness 
may be assessment, which can easily be built in through formal programs or use of 
existing organizational performance tools. 


Developmental Relationships: Coaching and Mentoring 


Coaching involves providing individualized and constructive feedback on someone’s 
behavior and performance while focusing on future improvement. Mentoring pro- 
vides similar individualized attention with a feedback and future orientation, but tends 
to be less task specific. Mentoring is a supportive long-term, formal or informal, pro- 
fessional relationship (McCauley and Douglas, 2004). Whereas mentoring can be 
informal, coaching tends to have a more structured and formal nature. Many of us 
have mentors and role models who provide us with advice and feedback. They are 
people we admire and with whom we build long-lasting relationships. Coaches are 
sought for specific situations and assigned by organizations. Coaching and mentoring 
are part of developmental relationships that can help leaders improve and grow per- 
sonally and professionally. The success of all such relationships depends on establish- 
ing trust and rapport between the leader and the coach or mentor (Ting and Hart, 
2004). Both coaches and mentors can be role models, demonstrating desired behaviors 
and thereby further enhancing learning through observation (Bandura, 1995). 


Coaching 
Coaching has been shown to be effective in many areas and settings (e.g., Agarwal, 
Angst, and Magni; 2006; Battley, 2007; Nocks, 2007) and linked to increases in leader 
flexibility (Jone, Rafferty, and Griffin, 2006) and expatriate success (Abbott et al., 
2006). Ros Taylor, a leadership coach, states the dire need for top-level leaders to get 
support: “when I am brought in to coach leadership teams... I frequently find that 
they are quite literally clinging on by their fingernails. They are on the brink of commit- 
ting professional suicide because they don’t know who to turn to” (Cooper, 2007: 24). 
Because of its many potential benefits, coaching is the focus of much of the leadership 
development practice and is beginning to become a topic of research (e.g., Joo, 2005). 
Coaching can address existing problems in a real-life setting, thereby providing 
opportunity for feedback and practice, as well as demonstrating support from supervi- 
sors or co-workers. Because it is focused on specific behaviors, it narrows the scope of 
behavior, facilitating learning. Informal coaching is part of most effective supervisors’ 
and leaders’ repertoire in supporting their followers in learning new skills. Leadership- 
related coaching programs are most often used in executive development where either 
external consultants or successful current or past company executives provide individ- 
ualized coaching to leaders. Executive coaches spend substantial amount of time 
observing leaders, discussing behaviors, exploring options, and providing detailed 
feedback regarding all aspects of the leader’s style, behavior, and performance. The 


~ individualized attention in the work setting can be a source of considerable develop- 


ment. If the coach is a person internal to the organization, the executive can further 
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benefit from gaining a perspective on the organization. An external coach can bring 
fresh perspectives and approaches. 

Particularly when combined with other programs—for example as a follow-up 
for an in-class training, used in combination with mentoring, or with assessment cen- 
ters and 360-degree feedback—coaching can provide the benefits of general knowl- 
edge with specific application to day-to-day activities. Individually focused assessment 
takes place, there is a reasonable level of challenge, and the feedback is relevant and 
rich. Additionally, the experiences that are observed and discussed are those that the 
leader finds challenging. The resources and expenses needed for formal coaching fur- 
ther demonstrate the organization’s commitment to the person being coached and to 
developing leadership overall, all factors that have the potential to make coaching a 
highly effective development tool. In spite of the fact that top executives get a lot of 
training before they are appointed to the leadership of organizations, many of them 
do not have the type of preparation they need to take on the complex job of upper- 
echelon leaders. Executive coach Ros Taylor notes, “new elected leaders are expected 
to run the race but have not been allowed to train for it” (Cooper, 2007: 24). Coaching 
can close that gap and support them in their success. 

Table 10-3 presents the elements of effective coaching. As with other develop- 
mental programs, the leader’s readiness is essential. Many successful executives may 
resist coaching because of their success or because they receive filtered and only posi- 
tive feedback that makes them believe they do not need development (Battley, 2007). 

As Bill Gates stated, “Success is a lousy teacher. It seduces smart 


As is the case with all 
other development 
programs, the success 
of coaching depends 
on integrating individ- 
ual and organizational 
needs. 


Mentoring 


people into thinking they can’t lose” (21). An important point to 
note is that in addition to providing support and feedback to the 
individual, effective coaching requires integration with wider orga- 
nizational goals and systems. As is the case with all other develop- 
ment programs, the success of coaching depends on integrating 
individual and organizational needs. 


Sara Martinez Tucker, CEO of the Hispanic Scholarship Fund, an organization that 
distributes more than $25 million per year in scholarship funds, joined the nonprofit 


Table 10-3 Elements of Effective Coaching. 
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Individual readiness and willingness to be coached 
Consideration of wider organizational context and system 
Consideration of individual goals, values, and needs 

Focus on performance and work-related issues 

Sincere caring and concern 

Advocacy for self-awareness 

Meaningful feedback 

Supportive climate 
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sector after working in business for many years; she believes that “Every boss is a learning 
opportunity—you either learn how to do things better or you learn how you never 
want to behave” (Shinn, 2006: 20). Throughout her career, she has learned from others 
who often were not similar to her. She believes that many people can be positive men- 
tors if they understand where you are coming from. Informal and formal mentoring is 
a powerful leader development tool and can lead to life-long supportive relationships 
between a mentor and a mentee. A more experienced leader provides guidance and 
advice to a less experienced one. Formal mentors are assigned from within the organi- 
zation, although many leaders establish mentoring relationships with individuals 
inside and outside their organization. 

As Sara Martinez Tucker suggests, one approach to mentoring is to consider 
learning from those who are poor rather than good role models. Even though there is 
no direct mentoring relationship, there can be considerable learning from observing 
other leaders inside and outside your organization who behave poorly. One business 
writer suggests that even “antimentors” are reliable and consistent and therefore can 
be excellent sources of development (McFarland, 2007). Some research and anecdotal 
accounts suggest that formal mentoring may be less effective than informal mentor- 
ing. Because mentoring involves establishment of a personal professional relationship 
based on trust, forcing it through formal bureaucratic selection processes may reduce 
its effectiveness. A formal system, however, can be implemented to create relationships 
that may otherwise not develop, for example in the case of women and members of 
diverse groups, who often have trouble connecting with powerful mentors in tradi- 
tional organizations (McCauley and Douglas, 2004). 

Guidelines for establishment of productive mentoring relationships include 
(McCauley and Douglas, 2004): 


» Find many mentors instead of looking to one person for all guidance. Different mentors 
can support the leader with different perspectives and expertise. 

» Find mentors at different levels, although typically mentors are more senior, peers, external 
people, and even followers can be great source of support and developmental advice. 

» Informal relationships that provide casual support can be equally helpful. 


» Add mentors as roles and responsibilities change or as leaders transition to new jobs. 


Though mentoring can be a great source of support, it does not have the same 
strong development aspects of coaching. Because of its informal and more general in 
nature, the advice and feedback is typically less focused and less specific and opportu- 
nity to practice with quick and direct feedback is lacking (see Table 10-2). 


Feedback-Intensive Programs 


One of the currently most popular methods of leader development at all levels is using 
intensive feedback program such as 360 degree feedback or other multisource and 
multimethod feedback programs (for some reviews, see Lepsinger and Lucia, 1997; 
Tornow and London, 1998). The programs are used in a broad range of business, gov- 
ernmental, and nonprofit organizations. Their goal is to assess leaders’ strengths and 
weaknesses and to identify development needs. Assessment is based on a combination 
of interviews, aptitude tests, personality tests, role plays, simulations, and experiential 
exercises, as well as many other methods. In 360 degree and multisource feedback 
programs, the leaders are assessed by individuals around them, including followers, 
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colleagues, supervisors, and in some cases, clients and other stakeholders who provide 
detailed feedback regarding their styles, behaviors, and performance. In most situa- 
tions, the leaders’ self-rating on the same dimensions are also obtained and trained 
facilitators consider and analyze the data from different perspectives and help the 
leaders interpret the information, identify areas of strengths, and recognize targets for 
development (Chappelow, 2004). 

The formal, official, and objective nature of multisource and multimethod 
feedback-intensive programs helps reduce the possible discomfort leaders may experi- 
ence when receiving negative feedback and neutralize some of the anxiety it typically 
produces. Because they can provide rich data from multiple perspectives, such pro- 
grams are ideally suited for increasing individual awareness and providing a detailed 
evaluation of the leader. They are particularly effective when combined with coaching 
and mentoring (Thach, 2002); however, they do satisfy several of the criteria for devel- 
opment programs particularly in the areas of rich experiences, opportunity to practice 
new behaviors and feedback (see Table 10-2). 


Table 10-4 Factors That Contribute to the Success of 360 Degree 
Feedback Programs. 


Factor Description 


ster cme pine 


All levels of the organization must be well informed and 
prepared regarding process, content, and goals of program. 
Top management support is particularly essential. 

Maintaining anonymity of the raters and confidentiality in the 
process assure continued trust in the results and goals. Careful 
administration of surveys and handling of data are also essential. | 


Organizational buy-in and 
readiness 


Confidentiality and careful 
administration 
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Program success requires the skills of a well-trained, professional, — ; 
internal or external facilitator to help interpret the information 
and deal with sensitive data and discomfort. 


Well-trained facilitator 


SpE arivenate 


Focus on behaviors The feedback should focus on specific behaviors that are 
related to job performance rather than general evaluative 


statements. 

Those providing feedback and the leader receiving the feedback 
should be very clear on the goal of the program and how data 
will be used. 


Clear explanation of 
purpose and goals 
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Separate feedback from 
groups 
Follow-up 


Present the leader with separate feedback from each group or 
source to help clarity, interpretation, and understanding. 


The initial step of increasing leaders’ self-awareness must be 
followed up with action plans. 
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Combine with other 
developmental programs 


The feedback increases awareness but without other develop- 
mental tools, does not provide the leader with the means of 
changing behaviors. 


ey 


Sources: Chappelow, C. T. 2004. 360-degree feedback. In The center for creative leadership handbook of 
leadership development, 2nd ed. C. D. McCauley and E. Van Velsor, 58-84. San Francisco, CA: Jossey-Bass; Lepsinger, 
R. and A. D. Lucia. 1997. The art and science of 360 degree feedback. San Francisco, CA: Jossey-Bass/ Pfeiffer. 
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Much research has been focused on 360 degree programs. Their effectiveness 
depends on several factors including maturity of the organization and of its members 
to handle feedback openly and honestly (Reeves, 2006). Other factors that help their 
success are outlined in Table 10-4. 


Classroom Education 


By some accounts, U.S. corporations spent $20 billion on tuition assistance programs 
in 2005 (Meister, 2005), and the amount of money dedicated to educational programs 
is growing with $7500 to 10,000 for a week of instruction in many universities (Speiser, 
2005). Many organizations provide their employees with some sort of educational ben- 
efit program to encourage them to develop and grow, and several have high-level exec- 
utives in charge of learning, which includes leader and leadership development, or 
even whole “universities” dedicated to training and development (e.g., Motorola and 
Goldman Sachs). Even when companies are not providing support for education, how- 
ever, the demand for executive education is growing (Speiser, 2007). Because of 
increasing development needs and the desire to integrate such programs better with 
organizational goals, organizations are increasingly requesting customized programs 
such as MBAs with specific company-focus, and other training programs designed 
specifically for the organization. 

For example, Ingersoll-Rand, the global industrial manufacturing company, has 
partnered with Indiana University to offer a customized MBA program for its high- 
potential executives where electives address the company’s strategic priorities 
(Meister, 2005). Other companies, such as the Home Depot, have identified specific 
programs that address their needs. Leslie Joyce, the company’s chief learning officer 
states, “We decided to manage Home Depot tuition assistance programs as a strategic 
investment and apply the same rigor that we manage other vendor relationships” 
(Meister, 2005). Another example is Spectrum Health of Grand Rapids Michigan, 
which has partnered with universities for short-term programs to address its strategic 
priorities (Speiser, 2005). 

Classroom education is an efficient way of conveying general information and 
knowledge to groups of people. It is used extensively in supervisory and mid-level man- 
agement and leadership training programs. The primary goal of classroom education 
is to transfer knowledge. Depending on the content covered, such program may also 
address individual awareness, but because of the setting, the ability to provide rich 
developmental experiences and opportunity for practice and feedback are relatively 
low (see Table 10-2). The classroom experience typically includes much more than lec- 
tures and discussion. Methods such as case studies, role playing, exercises, debates, 
games, and simulations all are used to enrich the developmental experience (for an 
example, see Hess, 2007). Such methods involve practice and active involvement that 
enhance conceptual learning in classroom settings (Popper, 2005). The ability to prac- 
tice new behaviors in the safe classroom environment, although limited, can provide a 
starting point for other developmental experiences. 


Outdoor Challenges 
A popular approach for leader and leadership development are outward challenges 


' programs that put participants physically and mentally through increasingly difficult 


physical activities, such as obstacle courses, climbing, sport competitions, and games. 
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Leading Change Howard Schulltz Stirs Up 
Starbucks 


Developing employees and taking care of them is a mantra in most compa- 
nies these days, but few take it as seriously and as far as Starbucks where the 
all employees are included in the training, skill development, and the build- 
ing of a unique culture. Howard Schulltz, CEO of Starbucks, the now ubiqui- 
tous global coffee house, set out to create a different company from the 
moment he took charge. Motivated by a personal experience of family hard- 
ship when his father lost his job when he broke his leg, Schulltz is committed 
to not leaving anybody behind while pushing for constant renewal and rein- 
vention (Myers, 2005). Schulltz believes that Starbucks “have to balance being 
a competitive leader with being a benevolent employer” (Meyers, 2005). 
With more that 13,500 stores worldwide, 150,000 employees in 39 countries, 
and over $7 billion annual sales, Starbuck is a well-established leader in its 
industry (Helm, 2007). Heath benefits, even for part-time workers, and a cul- 
ture of caring are some of the ways Starbucks is committed to its employees. 
Although the company spends more on health care than it does on coffee, 
Schulltz has repeatedly stated that “we will never turn our back on this bene- 
fit for our people” (Anderson, 2006). 

Highly conscious about maintaining his company’s culture, in April 
2007 Schulltz sent a memo to his management team that stated that the 
Starbucks experience has been watered down and that there was a need to go 
back to the roots and to maintain the “coffee joie de vivre” that the CEO had 
seen in Italian coffee bars (Helm, 2007). At the heart of the unique culture 
are the employees, who are trained in various programs such as the Coffee 
Master that teaches them the subtleties of various coffee flavors to graduate 
by receiving a special black apron and participating in a “cupping ceremony” 
where they appreciate the aroma of the coffee (Helm, 2007). The company 
baristas are trained to be considerate and are encouraged to be genuine 
(Meyers, 2005). Schulltz, who is sensitive, passionate, and a master storyteller 
(Meyer, 2005), seeks to build connections among people and likes to remind 
everyone “We’re not in the business of filling bellies. We’re in the business of 
filling souls” (Anderson, 2006). 


Sources: Anderson, T. 2006. “Howard Schulltz: The star of Starbucks.” CBS News, April 
23. http://www.cbsnews.com/stories/2006/04/21/60minutes/main1532246.shtml? 
source=search_story (accessed September 1, 2007); Helm, B., 2007. “Saving Starbucks’ 
soul,” Business Week, April 9. http://www. businessweek.com/magazine/content/ 
07_15/b4029070.htm?chan=search (accessed September 1, 2007); Meyers, W. 2005. 
“Conscience in a cup of coffee.” USnews.com, October 31. http://www.usnews.com/ 
usnews/news/articles/051031/31schulltz.htm (accessed September 1, 2007); 


Some suggest that sports in general, whether individual or teams, can be a good 
source for learning self-management, self-discipline, and teamwork (Wellner, 2007) 
and organizations are increasingly seeking innovative ways to both engage and enter- 
tain workshop and training participants through methods such as treasure hunts 
(Trucco, 2007). Many of the activities such as climbing poles, walking across rope 
bridges, and using trapeze are aimed at personal growth and increasing self-confi- 
dence by conquering fears and challenges. Other activities such as falling backwards to 
be caught by teammates or going through an obstacle course blindfolded with the 
help of a partner focus on building trust and cooperation among members of existing 
departments, teams, organizations. 

Although frequently exhilarating and entertaining, the long-term impact of such 
programs on leader development is not well documented. 


DEVELOPMENT AND CULTURE 


As in all other aspects of leadership, culture impacts the process of leader development 
both at the national and subgroup (e.g., gender) levels. Culture impacts people’s 
expectations of the learning context, the role of the facilitator, and 
what methods they prefer. For example, whereas people from the pow the learning 
United States would comfortably and easily engage in a controver- process is imple- 


sial case discussion and challenge their facilitator, many Middle mented, how feedback 


Eastern or Asian participants may be more reluctant to do so. The is provided, and the 
French are taught throughout their education to question every- ° 

Pees ; ee . ing and development 
thing; so they are likely to want clear justification for the content (ah he optimized. 
and the methods of a program. Cultural values affect how the learn- Leader development 
ing process is implemented, how feedback is provided, and the must therefore be 
setting in which learning and development can be optimized. considered within the 
Leader development must therefore be considered within the ‘ultural context. 
cultural context (Hoppe, 2004). Table 10-5 outlines the cultural 
values that most impact development. 

In a high-context and collectivist culture, such as Japan or Thailand, direct feed- 
back, which is considered essential to learning in the United States and other Western 
countries such as Germany, would be poorly received and may be counterproductive 
causing the participant to lose face. The feedback results from feedback-intensive pro- 
grams will have to be carefully considered and adjusted to preserve harmony and 
“face” particularly in cultures that are self-protective, such as many cultures in the 
Middle East or Asia (GLOBE; House et al., 2004). Another cultural value to consider 
is the degree of individualism or collectivism. Whereas in individualistic cultures such 
as the United States, the focus of leader development is on the individual and on 
getting the most talented person ready to lead, in collectivistic cultures, leadership 
resides with the group. Development must therefore target the group. Another factor 
often related to individualism is action orientation. The U.S. approach to develop- 
ment and training is hands-on, providing opportunities for practice, a factor that is 
one of the criteria for the effectiveness of a leader development program. In other 
cultures, the focus may be more on conceptual and holistic understanding and theo- 
retical development. Tolerance of ambiguity may similarly impact the content of the 


Cultural values affect 


setting in which learn- 


Table 10-5 Cultural Values and Leader Development. 


Cultural Value Potential Impact on Leader Development 








How information is communicated; how feedback is given; 
who provides feedback; directness of message in case of 
assessment and self-development 

Focus of development on the individual leader or on the 
group; setting for development and training 

Content of development and training focused on practical 
matters and hands-on training or on theoretical understanding 
and conceptual development 


The communication context 
(high-low); directness 


Individualism—collectivism 


Action-orientation 





Degree of exposure to new and challenging situations 
Focus on quick and short-term results or on long-term 
development 

Development provided to all or only individuals identified 
as high potential; implementation of 360 degree feedback 


Tolerance for ambiguity 
Perception of time 


Power distance and equality 


Soom eiptoommmanenentr 


development program. When individuals are relatively comfortable with change, such as 
in the United States, development places them in increasingly novel and challenging sit- 
uations. When the cultural value is to avoid uncertainty, such as in Greece, development 
aimed at challenging that value is likely to face resistance and be counterproductive. 

Many Western cultures focus on developing their employees for the short term 
or generally have a shorter time frame for planning and a focus on quick results, In 
long-term cultures, the scope of development may be on acquiring skills and knowl- 
edge in a much longer time frame spanning over several years or even decades. It may 
take years to groom leaders for their positions. Finally, position power and the degree 
of equality in a culture may impact leader development. In more egalitarian cultures 
such as Denmark or Sweden, development opportunities are made available to as 
many people as possible and leaders may not feel comfortable being singled out (Derr, 
1987). In more hierarchical and power-oriented cultures such as France, people 
deserving leader development are identified early through the educational system and 
singled out for special treatment (Barsoux and Lawrence, 1991; Belet, 2007). 

The most effective development methods that are used extensively in the United 
States rely on intensive feedback and developmental relationships as their core. For 
example, the highly popular and effective method of 360 degree feedback relies on 
honest and direct feedback about a person’s performance, style, and behavior from all 
levels of the organization. Interestingly, giving and receiving feedback is a highly culture- 
sensitive process (Hoppe, 2004). Hearing about weaknesses and mistakes directly, as is 
done as a result of assessment, would be highly inappropriate in some cultures, for 
example Thailand, where the person would be embarrassed, lose face, and perceive 
damage to his ability to lead effectively. Similarly, providing feedback to the leader in 
high power distance cultures such as Saudi Arabia or France would be uncomfortable, 
improper, and may be career threatening for both the leader and the followers. Even 
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the concept of developmental relationships such as coaching and mentoring, which 
may be easier in collectivistic cultures, may pose some challenge when social relation- 
ships are highly prescribed and formal. Whereas a leader from a hierarchical and pater- 
nalistic culture may naturally feel a responsibility to take care of followers and develop 
them, such cultures may also have more rigid social structures that identify who should 
be developed and how negative information can be communicated. The considerable 
differences in cultural values and the lack of research in the applicability and general- 
izability of U.S. and other Western methods of leader development make their broad 
cross-cultural application risky. Much needs to still be done to fully incorporate culture 
in leader development, as the large majority of our research and reviews of practices do 
not consider culture (e.g., Day, Zaccaro, and Halpin, 2004). 


Gender and Diversity 


Other cultural factors to consider in development are how to address the need of 
diverse groups. Whereas all groups have the same training and development needs, 
one factor to consider is how to address specific needs of women and members of 
underrepresented groups. Some research indicates that development programs have 
traditionally been developed with the white and male majority of organizational lead- 
ers in mind, a factor that can negatively impact the progress of diverse groups 
(Morrison and Von Glinow, 1990). Moreover, the presence of diversity programs in 
organizations for many years sometimes leads to the false perception and belief that 
diversity issues have been addressed and resolved and that these programs, including 
those targeting leader development, are “color-blind” (Livers and Caver, 2004). 

Differential opportunities for growth and limited exposure to developmental, 
high-visibility, high-stakes assignments and experiences, along with lack of connection 
to powerful and significant mentors, however, continue to be stated as key reasons for 
differences in advancement of men and members of diverse groups (for reviews, see 
Livers and Cavers 2004; Ruderman, 2004). Women and minorities may face further 
challenges in leader development by being assessed and compared based on norms 
that may not be culturally appropriate. Some studies show that women often outper- 
form their male counterparts on the results of 360 degree feedback (Posner and 
Kouzes, 1993), whereas other studies show that men are rated higher on some dimen- 
sions of leadership (Eagly, Makhijani, and Klonsky, 1992). 

Potential solutions to the challenges that women and members of underrepre- 
sented groups face in leader development include: 


>» Opportunity to participate in single-identity development programs that reinforce valida- 
tion, provide role models and networking, and can make available relevant content 
to address specific concerns (Ruderman, 2004). 

> Encouraging developmental relationships through formal and informal organizational 
programs to assure that women and minorities have access to powerful coaches and 
mentors who are both similar to and different from them (Thomas, 2001). 

> Developing networks that can help women and minorities in their career development 
process (Ibarra, 1993). 


Such measures, along with other diversity-oriented practices, several of which are pre- 
sented in Chapter 2, can help address the unique challenges that women and minorities 
face in leader development. 
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EFFECTIVENESS OF DEVELOPMENT 


Although highly popular and broadly implemented in many organizational settings, 
the effectiveness of leader development programs is not always fully evaluated and 
some researchers suggest that there is disconnect between the research on leadership 
and its application to the practice of leader and leadership development (Day, 2000). 
Additionally, when carefully examined, many of the existing methods and activities do 
not show consistent results in terms of increases in individual or organizational effec- 
tiveness. For example, although the highly trendy outward-bound experiences provide 
entertainment and are highly rated by participants, they do not always translate into 
long-term change in behavior. While some research suggests that such team activities 
may increase a team’s cohesion, specific impact on leader effectiveness is not well doc- 
umented. Even the effectiveness of the popular multisource methods have not been 
well established (Kluger and DeNisi, 1996). 

In spite of lack of consistent research, the various methods of leader develop- 
ment do provide positive impact for leaders and their organization. For example, 
mentoring may help reduce intention to leave (Phampraha and Chansrichawala, 
2007), executive coaching is showing considerable promise (e.g., Thach, 2002), and 
even outdoor programs show positive results in terms of development of self-concept 
(Marsh, Richards, and Barnes, 1987). New leadership models are increasingly calling 
for the inclusion of learning and development as an integral part of our understand- 
ing of leadership (e.g., Day, Zaccaro, and Halpin, 2004; Uhl-Bien, Marion, and 
McKelvy, 2007), and changes in the global environment and technology call for con- 
tinued leader and leadership development (Avolio, 2005; Suutari, 2002). 


Organizational and Personal Factors in Development 


Based on the information presented in this chapter, it is clear that three factors can 
support leader development (Figure 10-4). First, the importance of individual leader’s 


Figure 10-4 Organizational and Personal Factors in Development. 
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commitment to learning and growth cannot be overemphasized. The leaders must be 
dedicated to their own development. The ability to learn and self-regulate is not some- 
thing that organizations can control; therefore, the leaders’ readiness for change and 
commitment is essential. Second, organizational commitment is equally vital. No 
leader can sustain new behaviors without organizational support from supervisors and 
coworkers. The continuing trend in flatter organizations with fewer levels of supervi- 
sion has increased the need for leaders to acquire many new skills. Moreover, the use 
of teams puts pressure for many new behaviors (London, 2002). These and other 
organizational pressures must be matched with a focus on continuous learning and 
a culture that supports learning and change. The characteristics of learning 
organizations presented in Chapter 9 are some of the elements necessary to support 
development. 

Finally, the effectiveness of development depends on integration of the program 
with overall organizational vision, mission, and strategic goals. It further requires a 
reasonable fit between the needs of individual leaders and the organizational direc- 
tion. Leader development, while aimed at increasing organizational effectiveness 
through increasing leaders’ effectiveness, must also consider the personal effective- 
ness of the leader. The concepts of authentic and value-based leadership (see Chapter 6) 
directly and indirectly address the need for such integration. 


Applying What You Learn 
Personal Development 


In addition to formal programs, which may not feedback about your behavior and perfor- 
mance. Not every piece of feedback you 
get will be helpful, but you may discern 


patterns in what people tell you. 


be available to you, there are some steps you 
can take to develop your leadership. 


© Openness to new experiences. Seek new task, 
projects, classes, or experiences any 
chance you get. Although not all may be 
related directly to leadership, they pro- 
vide with a chance to expand your experi- ° 
ence base. : 


° Focus on understanding your strength. Instead 
of trying to fix your weaknesses, put your 
energy in developing your strengths. 


Observe leaders around you. You can learn by 
observing leaders around you. Both good 
and bad ones can teach you plenty about 
effective leadership that you can put into 
practice. 


¢ Consider volunteer work. Especially in early 
stages of one’s career, volunteer work 
offers considerable “risk-free” opportuni- 
ties for acquiring leadership skills. e 
Students particularly can learn much 
from such experiences. 


Be persistent and practice. Change and learn- 
ing take time. Be patient and persistent in 
practicing new behaviors until they 
become comfortable and part of your 
repertoire. 


© Seek feedback. While working on projects, 
tell people you trust that you would like 
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SUMMARY AND CONCLUSIONS 


Developing leaders so that they can continue to address the changing needs of their 
organizations is essential to the survival and success of organizations. Organizations 
can focus on developing individual managers, leaders, and executives at various levels 
by providing them with increased skills and knowledge, or they can focus on develop- 
ing the leadership capability of the organization. The process of development is akin 
to change in that it requires the person to recognize and accept the need for change 
and have the ability to learn. It then requires the opportunity to develop through 
exposure to appropriate experiences. Finally, the learning must be supported by the 
organization to solidify and reinforce new skills and behaviors. 

Proper assessment, awareness, rich experiences that provide for opportunity for 
practice and feedback, support from supervisors and coworkers, and fit with the orga- 
nization are all factors in an effective development programs. A variety of methods are 
available to develop leaders. Self-awareness is at the heart of any development; leaders 
must know their capabilities, strengths and weaknesses, and their willingness and ability 
to learn. Actual leadership experiences are the most effectual method of develop- 
ment, whether through routine activities that are part of the job or through increas- 
ingly difficult tasks and assignments that challenge leaders to move outside of their 
zone of comfort. Coaching and mentoring can further enrich a leader’s repertoire by 
providing relevant, task- and organizational-specific feedback and advice. Among 
other popular developmental activities are programs that rely on intensive feedback 
from multiple sources. Classroom education and its many different tools such as role 
modeling, case analysis, and games and simulations allow the leaders to increase their 
knowledge and practice new behaviors in a safe environment. Lastly, many other activ- 
ities such as outward-bound and physical and team-building challenges address devel- 
opmental needs. 

Whereas the programs described in this chapter are commonly used in the 
United States and some other Western countries and show promising results, their 
applicability to other cultures is less certain. Culture must be considered when imple- 
menting any leader or leadership development program. The success and effectiveness 
of leader development depends first and foremost on the individual’s commitment to 
learning and growth. Equally critical is organizational commitment to leader develop- 
ment. As a final point, effective leader development within organizations requires a fit 
and integration between the leader’s individual values and needs and the vision, mission, 
and goals of the organization. 
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LEADERSHIP CHALLENGE: FINDING THE RIGHT FIT 


Your supervisor has just nominated you for a lengthy and complex leadership development 
program that most of the top leaders of your organization have completed. It is considered 
to be a program for high-potential leaders and is likely to be key to a future promotion for 
you. Although you are flattered and the potential for a promotion and much better pay 
(maybe as much 50% more) is tempting, you are also concerned whether the organization 
is the right place for you. You value the balance between your personal life and your work 
and are engaged in many sustainability efforts in your community, an activity that you per- 
sonally value. The organization demands considerable time from you and most evenings 
you do not get home before 7 or 8. You have also tried without much success to start a 
“green” program at the office and have brought up sustainability issues when making 
several decisions. Your supervisor thinks it’s “cute” but has not shown any interest. Yet, you 
are still in the early stages of your career; the promotion would be very nice; the money 
even better. On the other hand, the training program will require even more time from 
you, time you could spend looking for other opportunities. 


1, What are the factors that you should consider? 
2. What would be the best decision for you? Why? 
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Participative 

Management 
and Leading 
Teams 


Do you have as much sense as a goose? When geese fly in the “V” formation, the whole flock 
adds considerably more to its flying range than if each bird flew alone. Whenever a goose falls 
out of formation, it suddenly feels the drag and resistance of trying to fly alone and quickly gets 
back into formation to take advantage of the power of the formation. When the lead goose gets 
tired, it rotates back in the wing, and another goose flies point. The back geese honk from behind 
to encourage those up front to keep up their speed. Finally, when a goose gets sick and falls out, 
two geese fall out of formation with it until it is either able to fly or it is dead. They then launch 
on their own, or with another formation, to catch up with the group. 

—ANONYMOUS 





Do not wait for leaders. Do it alone, person to person. 
— MOTHER TERESA 


After studying this chapter, you will be able to: 


Understand when and why participation should be used to improve leadership effectiveness. 
. Explain the role of culture in the use of participative leadership. 
_.. Specify the elements of effective delegation. 
' Clarify the role of leadership in sel&managed teams. 


... Explain the principles of self-leadership. 


mployee participation has been a central issue in leadership for many years. 
Almost all of our past and current models address this issue in some form. For 
example, Theory Y of management recommends a higher level of employee participa- 
tion than Theory X does. The Theory Y manager allows employees to set the direction 
for their development and provides them with support, whereas the Theory X man- 
ager controls employees rather than involving them in decision making. Likewise, the 
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initiation-of-structure construct from the behavioral approach assumes that the leader 
is the one who provides the structure; no mention is-made of subordinate participa- 
tion in the development of the structure. The consideration behaviors in the same 
model contain of a stronger participation component. Fiedler’s task-motivated leader 
makes decisions alone; the relationship-motivated leader involves the group. Finally, 
the degree of follower participation in decision making is the pivotal concept for the 
Normative Decision Model. a 

This chapter focuses on the concept of participative management In Its past and 
current uses in leadership. It discusses the use of participation and delegation and the 
challenges they present for leaders, and.it considers the special characteristics of 
teams and the importance of self-leadership. 


WHEN SHOULD PARTICIPATION AND TEAMS BE USED? 


The idea of using teams rather than relying only on the individual leader to make deci- 
sions in organizations has been at the forefront of management practice for many 
years (for recent reviews, see Ilgen et al., 2005). Use of team and participative man- 
agement occurs along a continuum. On one end, the leader retains all control and 
makes all decisions without any consultation or even information from the subordi- 
nates; on the other end, the leader delegates all decision making to followers and 
allows them the final say. Few leaders use extreme autocratic or delegation styles; 
rather, most rely on a style that falls somewhere in between. Similarly, few organiza- 
tions are either entirely team based or make no use of teams at all. Most fall near the 
middle of the continuum, with a combination of teams and traditional hierarchical 
structures (Figure 8-1). For example, although still maintaining many elements of tra- 
ditional structures, Ford Motor Company relies on teams for many tasks while main- 
taining a traditional centralized structure. Nancy Gioia, director of Sustainable 
Mobility Technology and Hybrid Vehicle Programs at the company, states, “Asa direc- 
tor I’m very participative and hands-on when my team needs me to be. Ford’s hybrid 


Figure 8-1 The Continuum of Participation. 
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team has some of best and brightest minds around. I have complete confidence in 
their technical breadth and depth” (Peterson, 2005). Space X is a company at one 
extreme of the participation continuum. The company is trying to build faster, 
cheaper, and better rockets that will allow for commercial space travel. Founder and 
CEO Elon Musk relies on small groups of smart, motivated people to provide the cre- 
ativity and innovation essential to the company. With a horizontal structure, no orga- 
nizational charts, no red tape, and a culture that values teamwork and intelligence, 
employees are required to work together. Musk states, “I think it’s really unacceptable 
here for anyone to bear a grudge” (Reingold, 2005: 78). 

Longitudinal research about employee involvement conducted by researchers at 
the University of Southern California indicates that organizations can reap many ben- 
efits from employee participation and involvement initiatives, which include such 
methods as information sharing, group decision-making, and the use of teams, 
empowerment, profit sharing, and stock-option plans (Lawler, Mohrman, and 
Ledford, 1995). Their goal is to increase employee involvement and participation in 
the organization. Studies show that the adoption of such programs results in clear, pos- 
itive impact on performance, profitability, competitiveness, and employee satisfaction 
(Lawler, Mohrman, and Ledford, 1995). Other research further suggests that using 
teams, participation, and engagement provide a positive impact (e.g., Forde, Slater, 
and Spencer, 2006) and can be used effectively in a number of business and not-for- 
profit organizations, such as schools (San Antonio and Gamage, 2007), health care 
(e.g., Mosadegh-Rad and Yarmohammadian, 2006), and urban planning (Repetti and 
Prélaz-Droux, 2003). Yet, others argue for using participative management and demo- 
cratic systems within organizations as the only way to harness the talents of employees 
(Manville and Ober, 2003). 

Royal Phillips Electronics, Europe’s largest electronics outfit, is counting on cross- 
boundary cooperation and conversations and employee participation to revive the 
company. In his attempts to reenergize Phillips, CEO Gerard Kleisterlee gathered peo- 
ple who wanted to make a contribution, regardless of rank and position in the com- 
pany. Kleisterlee states that “these meetings result in very clear goals and much better 
cooperation between the different divisions” (Wylie, 2003: 45). Genencor International, 
a health-care products company with 1200 employees located in Palo Alto, California, is 
another example of the use and benefits of employee participation. With turnover rates 
of 4 percent compared with the industry average of 18 percent, and growing sales, the 
company is an example of a successful business that relies on worker involvement and 
input. The employee participation started when the company built its headquarters in 
1996 and offered employees the opportunity to give input into the physical design of 
the building. Research scientists’ requests for windows in their labs as well as other 
employees’ suggestions for a “main street” that encourages interaction were imple- 
mented with success (Haley, 2004). Employees are now regularly polled to get informa- 
tion about their benefit preferences and the company emphasizes a philosophy that 
Cynthia Edwards, the vice president for technology, believes supports employees’ entire 
lifestyle. Based on employee suggestions, Genencor provides various commuter assis- 
tance programs, a number of on-site services such as dry cleaning and eye-glass repair, 
and emergency childcare. Employees get to nominate exceptionally productive col- 


leagues for recognition and celebrate their success during Friday afternoon parties, 


where they have the chance to mingle and get to know one another (Haley, 2004). 
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of participation more or less easy. Another factor in using participation is whether 


The CEO until 2005, Jean-Jacques Bienaimé, believes, “If you want employees to be ' 


productive, you have to create a nurturing environment and let them be creative” 
(Haley, 2004: 98). Jim Sjoerdsma, the company vice president of human resources, sug. 
gests that the $700-per-employee cost for such benefits is a wise investment compared 
with the average $75,000 cost for recruiting and training a new employee. According to 
Sjoerdsma, “These programs pay for themselves” (99). 


Criteria for Participation 


Despite its many potential benefits, participation is not a cure-all. Its use is more 
appropriate in some situations than in others and should follow a contingency 
approach. After many years of debate and research about participative management 
in social sciences and management, clear criteria suggest when participative decision- 
making would be most appropriate (Table 8-1). 

Overall, if the organization, its leaders, and its employees are ready for participa- 
tive management, if the task is complex and involves no strong time pressures, and if 
employee commitment is important, leaders should rely on participative decision 
making. If time pressure is genuine or the leader, followers, or organization are not 
ready, however, then participation is not likely to yield many benefits. If leaders show a 
high need for control, are highly task oriented, and were previously successful in using 
an autocratic style of leadership, they are unlikely to be able to implement participa- 
tion easily. Furthermore, for followers who show little need to participate or who trust 
their leader, participation might not be required or at least might not lead to better 
results than the leader making the decision alone. Additionally, some organizational 
cultures are more supportive of participation than others, thereby making the use 


Table 8-1 Criteria for Use of Participation. 


Description 

Complex tasks require input from people with 
different expertise; people with different points of 
view are more likely to deliver a quality decision. 
When follower commitment is needed in Follower participation increases commitment 
successful implementation _ and motivation. 

When there is time Using participation takes time; legitimate dead- 
lines and time pressures preclude seeking exten- 
sive participation. 


Criteria 





When the task is complex and multifac- 
eted and quality is important 


Participation can only succeed if both leader and 
followers agree to its benefits, are trained in 
how to use it, and are committed to its success. 
The organizational culture must encourage or at 
least tolerate employee participation. 


When the leader and followers are 
ready and the organizational culture is 
supportive 


When interaction between leader and 
followers is not restricted by the task, 
the structure, or the environment 


Participation requires interaction between lead- 
ers and followers; such interaction is only possi- 
ble if restrictions because of factors such as geo- 
graphic location, structural elements, or task 
requirements are minimized. 
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the task or the structure limits its use. If followers cannot interact easily with 
one another and with the leader, either because of task or because of geographic 
restrictions, participation might not be appropriate. In some instances, legal and con- 
fidentiality requirements, such as in personnel decisions, may preclude participation. 
The case of Kiwi Airlines presents a classic example of the potential pitfalls of 
mismanaged participation (Bryant, 1995). When Kiwi Airlines was founded in 1992, it 
quickly became the symbol of all that is good about participative and egalitarian lead- 


ership. Created by a group of former Eastern Airline pilots and 
other employees, Kiwi promised not to repeat any of Eastern’s mis- 
takes and aimed at creating a family atmosphere for all its employ- 
ees. The employees were all owners with varying degrees of shares 
and the corresponding pride and desire for involvement, control, 
and commitment that come from ownership. All decisions were 
made with full participation. All employees, regardless of levels, 
pitched in to get the job done and deliver the quality service that 
soon earned Kiwi honors in surveys of airline quality. The airline 
quickly grew to more than 1000 employees with more than 60 daily 
flights. One of the pilot-founders and then chairman of Kiwi, Robert 
W. Iverson, attributed the stunning growth and success to the 
employees’ commitment and the organization’s egalitarian culture. 
Kiwi was truly a symbol of the benefits of participation and involve- 
ment. In 1994, the bubble burst. Kiwi’s board, which included fellow 
founders and owners, booted Iverson out of office. This event 
revealed serious management and organizational deficiencies 


If the organization, 

its leaders, and its 
employees are ready 
for participative man- 
agement, if the task is 
complex and involves 
no strong time pres- 
sures, and if employee 
commitment is impor- 
tant, leaders should 
rely on participative 
decision making. If 
time pressure is gen- 
uine or the leader, fol- 
lowers, or organization 
are not ready, how- 
ever, then participa- 
tion is not likely to 
yield many benefits. 


within the airline. The dark side of participation was an amazing 

lack of concern for management decisions. Many employee-owners failed to follow 
management directives if they did not agree with them. Employees demanded input 
in every decision, a factor that led to stagnation in decision making and an inability to 
act to solve problems. Iverson admitted, “One of the stupidest things I ever did was call 
everybody owners. An owner is somebody who thinks he can exercise gratuitous con- 
trol.” The case of Kiwi Airlines demonstrates the ineffective use of participation. A few 
managers could have handled many of the decisions more effectively and efficiently 
than the employees did through participation. 


The Role of Culture 


An important issue when considering the use of participation is national cultural val- 
ues. Factors such as collectivism and power distance (Hofstede, 2001); team-oriented, 
participative, and autonomous leadership (House et al., 2004); and cross-cultural 
organizational cultures (Trompenaars, 1994) affect whether leaders can use participa- 
tion successfully. The GLOBE research findings suggest that collectivistic cultures tend 
to emphasize cooperative team processes, compensation and promotion that take into 
consideration the group (Gelfand et al., 2004). Furthermore, the more the power dis- 
tance, the less likely it is that teams will be empowered (Carl, Gupta, and Javidan, 
2004). Other GLOBE findings suggest that a humane orientation, which includes con- 


_ cern for others and responsibility for their well-being, may also be a factor supporting 
‘team-oriented and participative leadership (Kabasakal and Bodur, 2004). 
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Japanese culture, with its strong emphasis on conformity, consensus, and collec. 
tivity at the expense of individual goals, supports the use of participative management 
despite its relatively high power distance. Participation in Japan is a mix of group har. 
mony and consensus, with elements of directive leadership (Dorfman et al., 1997). In 
this vertical collectivistic culture, individuals are expected to sacrifice their personal 
goals for the good of the group. In China, establishing cooperative goals and taking 
care of relationships help participative leadership (Chen and Tjosvold, 2006). Mexico, 
which is also relatively high on collectivism, power distance, and masculinity, has a 
well-established tradition of autocratic leadership without a history of participative 
leadership (Dorfman et al., 1997). Similar cultural patterns are found in Dominicans 
(Montesino, 2003). In such cultural contexts, neither the leader nor the followers find 
participation desirable. Additionally, in the cross-cultural organizational cultures 
which Trompenaars labels the Eiffel Tower—France, for example—the focus is on per- 
formance through obedience and respect for legitimate authority (Trompenaars, 
1994). In this environment, a leader is ascribed great authority and is expected to 
know much; asking for subordinate participation may be perceived as weakness and as 
an indicator of lack of leadership ability. 

Cultures such as the United States and Australia, with relatively egalitarian power 
distributions and vertical individualism, pose a different challenge. The low power dis- 
tance allows for participation, but the value placed on individual autonomy and indi- 
vidual contribution can be an obstacle to cooperation in a team environment. In hor- 
izontal individualist cultures such as Sweden, participation and team cooperation are 
much easier because all individuals are equal. Furthermore, appropriate team behavy- 
iors vary considerably from one culture to another (Kanter and Corn, 1993). An effec- 
tive team member in Japan is above all courteous and cooperative; members avoid 
conflict and confrontation (Zander, 1983). In the United States, effective team mem- 
bers speak their mind, pull their weight by contributing equally, and participate 
actively, yet they expect to be recognized individually. German employees are taught 
early in their careers to seek technical excellence. In Afghanistan, team members are 
obligated to share their resources with others, making generosity an essential team 
behavior. In Israel, a horizontal collectivistic culture, values of hard work and contri- 
bution to the community drive kibbutz team members. The Swedes are comfortable 
with open arguments and will disagree publicly with one another and with their 
leader. Each culture expects and rewards different types of team behaviors. 

These cross-cultural differences in team behavior create considerable challenges 
for leaders in culturally diverse teams. Success depends on accurate perceptions and care- 
ful reading of cross-cultural cues. Leaders must be flexible and patient and be willing not 
only to listen to others, but also to question their own assumptions. Additionally, they 
must keep in mind that many behavioral differences stem from individual rather than 
cultural sources. The only constant in the successful implementation of teams is the 
leader’s sincere belief in the team’s ability to contribute to the organization (Marsick, 
Turner, and Cederholm, 1989). Such belief is necessary regardless of the cultural setting. 


THE ISSUE OF DELEGATION 


Delegation differs from participation in a number of ways, although many managers 
consider it an aspect of participation. For example, many leaders define themselves as 
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CHAPTER 8 Participative Management and Leading Teams 
participative managers if they delegate tasks to their subordinates. Although this prac- 
tice might lead to more subordinate participation in decision making, the goal of del- 
egation is not necessarily to develop employees or create more commitment. Neither 
does delegation always involve power sharing with employees. The goal of delegation 
can be as simple as helping a leader ease an excessive workload. In its most basic form, 
delegation is simply handing off a task to someone else; in a more complex form, del- 
egation can resemble participative management. 


Benefits of Delegation 


Delegating tasks well to subordinates is gaining importance as managerial ranks are 
thinned and managers see their workloads increase. Production managers find them- 
selves with twice as many subordinates to supervise; sales managers see their territories 
double in current attempts to develop leaner structures. Many organizations undergo- 
ing such restructuring are testing team-based approaches. Until such techniques are 
well accepted and implemented, however, judicial delegation is still a basic tool for a 
leader’s success. The potential benefits of delegation include the following: 


» Delegation frees up the leader’s time for new tasks and strategic activities. 
» Delegation provides employees with opportunities to learn and develop. 
» Delegation allows employees to be involved in tasks. 

» Delegation allows observation and evaluation of employees in new tasks. 


» Delegation increases employee motivation and satisfaction. 


Aside from being a time- and stress-management tool for leaders, delegation allows 
subordinates to try new tasks and learn new skills, thereby potentially enriching their 
jobs and increasing their satisfaction and motivation. When employees perform new 
tasks, the leader has the opportunity to observe them and gather performance-related 
information that can be used for further development, evaluation, and preparation of 
employees for promotions. As such, delegation can be one of the tools available to 
leaders for succession planning in their organizations. Employees who consistently 
perform well on new tasks and are willing to accept more responsibility could be the 
future leaders of the organization. Without the opportunity to grow outside of their 
current job, no data are available for accurate forecasting of their performance in 
higher-level positions. 

The final benefit of delegation is, as is the case with participation, increased 
employee involvement and commitment. Job enrichment and participative manage- 
ment research (Hackman and Oldham, 1980) indicates that employees who are inter- 
ested in growth quickly feel stifled and unmotivated if they do not have the opportu- 
nity to participate in new and challenging tasks. Delegation of such tasks to them helps 
increase their motivation and commitment to the organization. 


Guidelines for Good Delegation 


As with any tool, misuse and misapplication of delegation can be disastrous. Leaders 
must take into account some relatively simple principles (see Table 8-2 for a summary). 
_ One of the major issues for leaders is to separate delegation from dumping. Leaders 
‘need to delegate a mix of easy, hard, pleasant, and unpleasant tasks to their subordi- 
nates. If only unpleasant, difficult, and unmanageable tasks are assigned consistently to 
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Table 8-2 Guidelines for Good Delegation. 





Guideline Description 

Delegate, do not Delegate both pleasant and unpleasant tasks; provide followers with 
dump a variety of experiences. 

Clarify goals and Provide clear goals and guidelines regarding expectations and 


limitations. 


expectations : 
As a task is delegated, provide necessary authority and resources 


Provide support and 


authority such as time, training, and advice needed to complete the tasl<. 
Monitor and provide —_ Keep track of progress and provide feedback during and after task 
feedback completion at regular intervals. 

Delegate to different Delegate tasks to those who are most motivated to complete them 
followers as well as those who have potential but no clear track record of 


performance. 

Encourage experimentation; tolerate honest mistakes and worthy 
efforts that may fail. 

Take workshops and training classes to assure that you have the 
skills to delegate. 


Create a safe 
environment 


Develop your own 
coaching skills 


subordinates, while leaders complete the high-profile, challenging, and interesting 
projects, delegation becomes dumping. One of the major complaints of subordinates 
regarding delegation is this exact issue. To reap the benefits of delegation, a variety of 
tasks should be delegated and the leaders should pay particular attention that their del- 
egation is viewed as balanced. 

Effective delegation requires more than handing off a task. Leaders must be clear 
about their expectations and support their followers while they perform the task. The 
support might include informing department members and others outside the depart- 
ment that the task has been delegated. Another aspect of support involves providing 
training and other appropriate resources that allow the subordinate to learn the needed 
skills. It also might require regular monitoring and clarification of reporting expecta- 
tions (Foster, 2004). It is easy for an eager subordinate to make decisions that are incon- 
sistent with the leader’s goals if the leader does not properly monitor the situation. 

One area that cannot and should not be delegated is personnel issues. Unless an 
organization or department is moving toward selfmanaged teams (SMTs) that have 
feedback and performance-evaluation responsibility, the task of performance manage- 
ment remains the leader’s responsibility. For example, it would be inappropriate for a 
manager to delegate the task of disciplining a tardy employee to a subordinate or to 
expect the latter to monitor and manage the performance of coworkers. The situation 
of SMTs often changes this guideline; such changes will be discussed later in the chapter. 

Leaders must choose carefully the followers to whom they delegate. The easiest 
choice for most managers is to delegate to the few people they know will do the job well 
(the in-group). Although such a position is logical and effeciive, at least in the short run, 
a leader must be aware of the in-group/out-group issues presented in Chapter 3. 
Therefore, leaders must select individuals who, in addition to having shown potential, 
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are also eager and motivated to take on new tasks and have the appropriate skills for the 
new challenge. A follower who is competent and eager but who failed recently on one 
assignment might also be a good choice but could be overlooked if leaders keep relying 
on their few trusted in-group members. Delegation of tasks to a varied group of followers 
further provides leaders with a broad view of the performance capabilities and potential 
of their team or department. Finally, creating a climate that tolerates mistakes and 
encourages continued training for the leader is essential. 


Why Do Leaders Fail to Delegate? 


Certain circumstances justify a leader’s unwillingness to delegate. In some cases, followers 
are not ready for delegation, are already overworked, or have such specialized jobs that 
they cannot be assigned new tasks. Such situations are rare, however, and the consider- 
able benefits of delegation far outweigh many of the arguments typically presented 
against it (Kouzes and Posner, 1987; Miller and Toulouse, 1986). The most commonly 
used argument against delegation is “I will get it done better and faster myself.” Table 8-3 
presents the typical excuses and counterarguments for not delegating. 

The excuses for not delegating tasks may be valid in the short 
run. By taking a long-term view that considers the leader’s personal 
effectiveness as well as the development of followers, however, many 
of the excuses are no longer valid. Not only does effective delegation 
require effort and resources such as training, but it also allows leaders 
to focus on higher-level strategic issues instead of day-to-day routines. 
One underlying factor that might stop many leaders from delegating 
is their personality style, their need for control, and their fear of losing 


delegation require 


also allows leaders 


Table 8-3 Excuses for Not Delegating. 


Excuses Counterarguments 


The leader’s job is to get followers prepared to take 
on new tasks. 





My followers are not ready. 


My subordinates do not have the 
necessary skills and knowledge. 


The leader’s responsibility is to train followers and 
prepare them for new challenges. 


| feel uncomfortable asking my 


Only a few tasks cannot be delegated. Balancing 
followers to do many of my tasks. 


delegation of pleasant and unpleasant tasks is 
appropriate. 

I can do the job quicker myself, Taking time to train followers frees up time in the 
long run. 

Followers are too busy. Leaders and followers must learn to manage their 
workload by setting priorities. 

If my followers make a mistake, 
| am responsible. 


Encouraging experimentation and tolerating mistakes 
are essential to learning and development. 


My own manager may think | am 
not working hard. 


Doing busy work is not an appropriate use of a leader’s 
time. Delegation allows time to focus on strategic 
and higher-level activities. 
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Not only does effective 


effort and resources 
such as training, but it 


to 


focus on higher-level 
strategic issues instead 
of day-to-day routines. 
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it. For example, as discussed in Chapter 4, a Type A’s need for control often leads to 
lack of delegation. Competitiveness also might lead Type A leaders to compete with 
their followers. Other personal needs, such as a need for power (McClelland, 1975), 
also might cause leaders to want to maintain power over all activities, preventing them 
from delegating. 

Although for many years management and leadership included participation 
and delegation, they recently took on a new form in team-based organizations with the 
introduction of empowerment and concepts such as self-leadership, which are consid- 
ered next. 


Leading Change Anne Sweeney of 
Disney-ABC Television 


Anne Sweeny is quick to give her team at Disney-ABC Television credit for 
her success and for being considered one of the world’s most powerful fifty 
women by Forbes and Fortune magazines. She states, “It’s wonderful to be rec- 
ognized, not just my accomplishments, but for my teams’ accomplishments” 
(Bisoux, 2006: 18). Sweeney started in the entertainment business as a page 
with ABC and has been credited with success in creating new and unique 
organizations including Nickelodeon, where she became a senior vice presi- 
dent, and being a key player in launching the highly successful FX network. 
She serves as president of Disney-ABC Television since 2004 and co-chair of 
the Disney Media Networks. She is considered a turnaround artist and a team 
player and someone who hires talented people and lets them be creative 
(The new wave, 2005). She is credited with the revival of the network with 
shows such as Desperate Housewives and Extreme Makeover: Home Edition 
(Streisand, 2005). She has further been part of the creative and risky deal to 
make the networks’ most popular shows available to iPod users. 

Passion for innovation and ability to embrace change are characteristic 
of Sweeney. She has heeded her mother’s advice to do what she was passion- 
ate about, considering the obstacles only those that she created for herself. 
Sweeney believes, “there’s a lot more gratification in trying something that 
you haven’t done and didn’t know how to do” (Kantrowitz, Peterson, and 
Wingert, 2005). “I love the jobs that I don’t know how to do. I love getting in 
there and figuring it out and making some good, big, noisy mistakes along 
the way, which is really part of the learning process (Bisoux, 2006: 22). 

To run her company, she looks to people who, like herself, are able to 
think differently and outside the box and have passion and excitement for 
what they do. She is known to be a hands-off manager, who though she is an 
over-achiever does not grab the limelight and tends to let her people do their 
job with little interference (Streisand, 2005). As a mother of two, she juggles 
her personal life and career and talks about herself as one of the most tired 
person in show business rather one of the most powerful ones. Describing 
Sweeney, Peter Tortorici, president of MindShare Entertainment and the 
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former head of CBS Entertainment, states, “It’s hard when the world is bowing 
at your feet to remember who you really are besides the person who sits in 
that chair. Anne seems to never have lost touch with that” (Streisand, 2005). 
Anne Sweeney believes that her first priority is to create the environment 
that allows creative people to do their job (Myers, 2006). 


Sources: Bisoux, T., 2006. “The change artist,” Biz#d, November—December: 18-24; 
Kantrowitz, B., H. Peterson, and P. Wingert. 2005. “How I got there: Anne Sweeney.” 
MSNBC.com: Newsweek, October 24. http://www.msnbc.msn.com/id/9756479/site/ 
newsweek (accessed July 8, 2007); Streisand, B., 2005. “Learning her ABCs,” U.S. News 
and World Report, September 4. http://www.usnews.com/usnews/biztech/articles/ 
050912/12sweeney.htm (accessed July 8, 2007); Myers, J., 2006. “Disney’s ABC’s Anne 
Sweeney: Inspiring creativity and embracing technology,” Media Village.com, February 
13. http://www.mediavillage.com/jmlunch/2006/02/13/lam-02-13-06/#continue 
(accessed July 8, 2007); “The new wave,” 2005. Fast Company, December: 50. 


EVOLUTION OF PARTICIPATIVE MANAGEMENT: 
TEAMS AND SELF-LEADERSHIP 


In many organizations that have made teams a permanent part, if not a cornerstone, 
of their structures, teams create a formal structure through which participation in 
decision making can be achieved. The use of teams in U.S. and other Western organi- 
zations was triggered to a great extent by Japan’s economic success and its reliance on 
teams and participative management (Nahavandi and Aranda, 1994). Although teams 
are not uniformly successful and they often pose considerable challenges for organi- 
zations (for research about teams and their potential problems, see Allen and Hecht, 
2004; Salas, Stagl, and Burke, 2004), a large number of organizations continue to use 
them as a technique to increase creativity, innovation, and quality. 


Characteristics of Teams 


While groups and teams both involve people working together toward a goal, they dif- 
fer along several dimensions. Table 8-4 outlines those differences. 

Rackspace, a San Antonio-based Web-hosting company, prides itself on being 
“fanatical” about customer service. Their goal is to “exceed expectations and make 
the customers say “wow?” (Overholt, 2004: 86). To achieve this goal, David Bryce, the 
customer-care vice president who joined the company in 1999, reorganized employees, 
known as Rackers, into teams of eight. Each team, guided by a team leader, includes 
account managers and billing and technology specialists who are able to quickly and 
fully address their customers’ needs without having to refer them to anyone else. Each 
team is its own profit center and responsible for its own performance, which is measured 
based on customer retention and satisfaction. Each team and its members can earn con- 
siderable bonuses if they perform well. The team approach to outstanding customer 
service paid off for Rackspace. The company continued to turn a profit while its com- 
petitors went bankrupt during the dot-com bust; the gift baskets that customers send 
their service teams to express their gratitude are just an added bonus (Overholt, 2004). 
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Table 8-4 Groups and Teams. 


Groups Teams 


Members work on a common goai. 





Members are fully committed to common i 
goals and a mission they developed. 
Members are mutually accountable to one I 
another. 


Members are accountable to manager. 


Members trust one another and team enjoys 
a collaborative culture. 


Members ail share in leadership. 


Members do not have clear stable 
culture and conflict is frequent. 


Leadership is assigned to single person. 


Groups may accomplish their goals. Teams achieve synergy:2 + 2 = 5. 


Sources: Hackman, J. R. 1900. Groups That Work (and Those That Don’t). San Francisco, CA: Jossey-Bass; Katzenbach, 
J. R, and D. K. Smith. 1993. The Wisdom of Teams: Creating the High Performance Organization. New York: Harper 
Business. 


As illustrated by the Rackspace example, the first distinguishing characteristic of a 
team is full commitment of its members to a common goal and approach that they often 
develop themselves. Members must agree that the team goal is worthwhile and agree on 
a general approach for meeting that goal. Such agreement provides the vision and moti- 
vation for team members to perform. The second characteristic is mutual accountability. 
To succeed as a team, members must feel and be accountable to one another and to the 
organization for the process and outcome of their work. Whereas group members 
report to the leader or their manager and are accountable to this person, team members 
take on responsibility and perform because of their commitment to the team. 

The third characteristic of a team is a team culture based on trust and collabora- 
tion. Whereas group members share norms, team members have a shared culture. 


Team members are willing to compromise, cooperate, and collaborate to reach their. 


common purpose. A collaborative climate does not mean the absence of conflict. 
Conflict can enhance team creativity and performance if handled constructively. 
Related to the team culture is shared leadership. Whereas groups have one assigned 
leader, teams differ by sharing leadership among all members. While this shared 
leadership is essential, leaders continue to play an important role in the success of 
teams. Particularly, leaders can help encourage a culture of collaboration (Taggar and 

Ellis, 2007) and help team learning by empowering members 


Synergy means that 
team members 
together achieve more 
than each individual 

is capable of doing. 
Whereas group mem- 
bers combine their 
efforts to achieve their 
goal, teams reach 
higher performance 
levels. — 


(Burke et al., 2006). 

Finally, teams develop synergy. Synergy means that team mem- 
bers together achieve more than each individual is capable of doing. 
Whereas group members combine their efforts to achieve their goal, 
teams reach higher performance levels. As groups become teams 
and reach their peak level of performance potential, they may 
provide their organizations with benefits such as cost reduction 
because of less need for supervision, higher employee commit- 


ment, enhanced learning, and greater flexibility (Cordery, 2004). 
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Self-Managed Teams 


Whereas traditional managers and leaders are expected to provide command and con- 
trol, the role of leaders in teams is to facilitate processes and support team members, 
The leader sets the general direction and goals; the team members make all other deci- 
sions and implement them. This new role for leaders is most obvious in self-managed 
teams (SM‘Is), which are teams of employees with full managerial control over their 
own work (for some examples, see Barry, 1991; Spencer, 1995). Numerous organiza- 
tions, such as Toyota, General Foods, and P&G, have used SMTs successfully for 
decades. In fact, P&G once claimed its SMTs were one of the company’s trade secrets 
(Fisher, 1993). SMTs exhibit the following characteristics: 


» Power to manage their work. SMTs can set goals, plan, staff, schedule, monitor quality, 
and implement decisions. 

» Members with different expertise and functional experience. Team members can be from 
marketing, finance, production, design, and so on. Without a broad range of 
experience, the team cannot manage all aspects of its work. 

» Absence of an outside manager. The team does not report to an outside manager. 

Team members manage themselves, their budget, and their task through shared 
leadership. Stanley Gault, once chairman of Goodyear, the largest tire manufacturer 
in the United States, said that “the teams at Goodyear are now telling the boss how to 
run things. And I must say, I’m not doing half-bad because of it” (Greenwald, 1992). 

» The power to implement decisions. Team members have the power and the resources 
necessary to implement their decisions. 

» Coordination and cooperation with other teams and individuals affected by the teams’ 
decisions. Because each team is independent and does not formally report to 
a manager, the teams themselves rather than managers must coordinate their 
tasks and activities to assure integration. 

» Team leadership based on facilitation. Leadership often rotates among members 
depending on each member’s expertise in handling a specific situation. Instead 
of a leader who tells others what to do, sets goals, or monitors achievement, team 
leaders remove obstacles for the team and make sure that the team has the 
resources it needs. The primary role of the team leader is to facilitate rather than 
control. Facilitation means that the leader focuses on freeing the team from 
obstacles to allow it to reach the goals it has set. 


The success of the team depends on a number of key factors. First, the members of a 
team have to be selected carefully for their complementary skills and expertise (for 
some examples of research findings, see Kang, Yang, and Rowley, 2006; Van der Vegt, 
Bunderson, and Oosterhof, 2006). The interdependence among the members makes 
creation of the “right” combination critical. The right combination depends as much 
on interpersonal skills as on technical skills. Second, the team members need to focus 
on and be committed to the team goal. For example, individuals from different func- 
tional departments such as marketing or production, although selected because of 
their expertise in particular areas, need to leave the department mind-set behind and 
focus on the task of the team. Third, the team task must be appropriately complex, as 
well as provided with the critical resources it needs to perform the task. Finally, the 


‘team needs enough power and authority to accomplish its task and implement its 
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Figure 8-2 
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ideas. The sources of team power presented in Chapter 5 are available to the team to 
allow it to perform its job. a 

Building an effective team is a time-consuming process that requires Interper- 
sonal team-building skills and extensive technical support. The development of trust, 
a common vision, and the ability to work well together all depend on appropriate 
interpersonal skills. Trust requires a number of factors as presented in Figure 8-2. To 
build trust, team members must demonstrate integrity, hard work, and mutual respect. 
They must reward cooperation rather than competition, be fair to one another, and 
communicate openly. They, further, must believe that their leaders—inside and out- 
side the team—are predictable, have their best interests at heart, and will treat them 
fairly (Cunningham and MacGregor, 2000). 

Once the trust and goals are established, tackling complex tasks requires timely 
technical training. Many of these interpersonal and technical functions traditionally fall 
on the leader’s shoulders. Leadership in teams, however, is often diffused, a factor that 
puts further pressure on individual team members to take on new tasks and challenges. 


Helping Teams Become Effective 


Several factors can help make teams effective (Hackman, 2005). Specifically, teams 


must be created with a real and challenging purpose in mind, be empowered to take 


action, and have the right amount and type of support. Even though strategies to 
make individuals more competent and effective will impact a team’s overall ability 
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Using a Sports Team Model in Management 


Organizational behavior expert and Harvard 
professor Nancy Katz suggests that managers 
can learn from sports teams how to make teams 
more effective (Katz, 2001). Here are some 
guidelines based on her work: 


e Encourage cooperation and competition. 
The first leads to cohesion; the second 
energizes team members to do their best. 


¢ Provide some early wins by assigning 
smaller, short-term, clearer tasks. Early 
successes build the team’s confidence and 
create a success spiral. 


¢ Break out of losing streaks through positive 


thinking, challenging the team to succeed, 
and focusing team members on outside 
rather than internal causes for failure. 


Take time to practice; during practice the 
focus should be on learning and experi- 
mentation rather than success. 


Keep the membership stable to develop 
cohesion and give members time to learn 
to work together. 


Review performance, particularly mistakes 
and failures; analyze problems, and learn 
from them. 


to be productive, teams often need specialized support and interventions to develop 
synergy. Possible team-training activities include the following (Day, Gronn, and Salas, 
2004): 


» Team building to clarify team. goals and member roles and set patterns for acceptable 
interaction 


» Cross training to assure that team members understand one another’s tasks 
> Coordination training to allow the team to work together by improving 
communication and coordination 


> Self-guided correction to teach team members to monitor, assess, and correct their 
behavior in the team 

» Assertiveness training to help team members express themselves appropriately when 
making requests, providing feedback, and other interactions among themselves 


As we will discuss later in this chapter, one of the responsibilities of team leaders is to 
help the team get the necessary training. 


Self-Leadership 


One of the applications of participative management and teams is the concept of self- 
leadership. With the increasing use of teams in organizations, many of the traditional 
roles of leaders are undergoing change. As we empower individual employees and 
provide them with training in various areas of business, we expect them to make 
increasingly independent decisions. Teams are designed to complement individual 
employees’ skills. SMTs are responsible for continuous assessment and improvement 
of their own product, the design of their work, and all other work processes that affect 


‘them. Leaders are elected or rotated, and individuals are pressured to accept respon- 


sibility for their decisions and actions. 
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These changes shift the focus of attention away from the leader to the sania 
nates. Charles Manz and Henry Sims first proposed a model for leadership that 
involves self-leadership and self-management by each team member (Manz and Sims, 
2001; for a recent review, see Neck and Houghton, 2006). Self-leadership is the 
process of leading people to lead themselves naan Neck, a The concept 
suggests that instead of leaders who rely on fear (the strong man”), ape on narrow 
exchange relationships (the “transactor”), or inspire commitment whi : pata 
thinking (the “visionary hero”), leaders and followers must focus on lea es em- 
selves. As a result, team members must be taught and encouraged to make t ie pa 
decisions and accept responsibility to the point where they no longer es ea a 
Self-leadership within teams means that all team members set goals and ‘ serve, eva FE 
uate, critique, reinforce, and reward one another and themselves. In suc an haa 
ment, the need for one leader is reduced; team members set goals and decide how to 
achieve them. Increased use of technology, the information revolution, and the pre- 
ponderance of knowledge workers all support the need for selfleadership, which 
involves a focus on behaviors, providing natural rewards, and engaging in aan 
thought patterns (for a detailed discussion, see Manz and Neck, 2004). Specifically, 


self-leaders 

» Develop positive and motivating thought patterns. Individuals and teams seek and 
develop environments that provide positive cues and a supportive and motivating 
environment. ane 

» Set personal goals. Individuals and teams set their own performance goals and perfor- 
mance expectations. : 

» Observe their behavior and self-evaluate. Team members observe their own and other 
team members’ behaviors and provide feedback and critique and evaluate one 
another’s performance. 

» = Self-reinforce. Team members provide rewards and support to one another. 


The role of formal leaders is, therefore, primarily to lead others to lead themselves or 


“to facilitate the self-leadership energy” within each subordinate (Manz and Sims, - 


1991: 18). Contrary to views of heroic leadership, whereby the leader is ac as to 
provide answers to all questions and to guide, protect, and save eae an e = 
cept of self-leadership suggests that leaders must get their subordinates : ee poin 

where they do not need their leader much. In effect, through the use of jo each 
techniques, the development of a team culture, proper performance saa a 
and the modeling of self-leadership, the leader sets up internal and ae 2 ; i 
tutes for leadership. The right job design and the team are the external substitute 

(see Chapter 3). The employees’ developing skills and internal Sanne aie as 
internal substitutes for the presence and guidance of a leader (see ane -2). Some 
of the strategies for the development for selfleaders include the following: 


Listen more; talk less. 

Ask questions rather than provide answers. 

Share information rather than hoard it. 

Encourage independent thinking rather than compliant followership. 


Encourage creativity rather than conformity. 
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Research on selfleadership continues to show support for the 
model (for a recent example of the link between selfleadership 
and entrepreneurship, see, D’Intino et al., 2007). The dimensions 
of self-leadership are valid and distinct from other personality vari- 
ables (Houghton and Neck, 2002; Houghton et al., 2004), and 
some research suggests that the practice of selfleadership can be 
beneficial to an organization (VanSandt and Neck, 2003). Recent 
research also considers the applicability of the concept in other cul- 
tures (e.g., Alves et al., 2006; Neubert and Wu, 2006). The concepts 
provide considerable appeal for the development of leaders and to 
help establish workable leadership roles in organizations that rely 
on teams and empowerment. 

In 2002 when Sam Palmisano, IBM’s CEO, presented the ini- 
tiative that was to jump start the venerable company, Donna Riley, 
the company’s vice president of global talent, had to work on rein- 
venting its leadership (Tischler, 2004). With help from outside consultants, she set out to 
identify the set of skills, behaviors, and competencies that IBM leaders needed to help 
the company survive. The leadership traits they developed included trust and personal 
responsibility, developing people, enabling growth, collaboration, informed judgment, 
and building client partnerships. “In a highly complex world, where multiple groups 
might need to unite to solve a client’s problems, old-style command-and-control leader- 
ship doesn’t work” (Tischler, 2004: 113). The leadership characteristics used by IBM to 
shape its future are similar to those proposed by Manz and his colleagues. 

In order to be successful, participative management and self-leadership require 
the empowerment of employees (see Chapter 5) and the changing of an organization’s 
culture. One of the key components of the cultural change is redefining the concepts 
of leadership and followership. Employees who become self-leaders do not require 
organizing, controlling, and monitoring from their leaders. Such redefinition requires 
a reconsideration of many current definitions of leadership, including the one pre- 
sented in Chapter 1. 
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THE ROLE OF LEADERS IN A TEAM ENVIRONMENT 


Are leaders becoming obsolete? What happens to leadership when all employees 
become self-leaders and teams fulfill the traditional functions of leaders? Many man- 
agers and organizational leaders worry that once teams are successful and they train 
selfleaders, they may write themselves out of a job. The answers are complex and often 
depend on the situation and the leader. Some leaders never feel fully comfortable in a 
team environment, whereas others adapt to it well or even embrace it. Leaders of the 
first type are likely to feel that they are losing their job and might focus efforts on 
regaining control. Leaders of the second type might be able to redefine their role and 
continue contributing to the organization. 

The only certainty is that the role of the leader changes in a team environment 
but it does not altogether disappear. The leaders are not in charge and are not meant 


. to command and control. Although an often-used metaphor for team leadership is an 


orchestra conductor, as opposed to a conductor, who is often highly directive, team 
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leadership must be much less hands-on (Hackman, 2005). For this reason, many prac- 
titioners (e.g., Katzenbach and Smith, 1993) refer to team leaders as facilitators and 
coaches. Leaders are caretakers of their teams, the ones who help them achieve their 
goals by providing them with instructions, conflict management, encouragement 
when needed, and resources. Leaders/facilitators still fulfill many of the functions of 
traditional leaders, but they do so to a lesser extent and only when asked. They assist 
the teams by obtaining the resources needed to solve problems and to implement 
solutions, and only interfere when needed. The leader’s central activities, therefore, 
become assessing the team’s abilities and skills and helping them develop necessary 
skills, which often includes getting the right type of training (Figure 8-3). The team 
leaders also play the role of conflict and relationship manager while they continue 
doing real work themselves. 

Another role for team leaders is to make the team aware of its boundaries. Many 
teams fail because they take on too much or ignore organizational realities and con- 
straints. For example, a team of schoolteachers assigned the role of revising the social 
studies curriculum for fourth and fifth graders might propose changes that affect 
other parts of the curriculum and then be disappointed when its recommendations 
are not fully implemented. The role of the team leader would be to keep the team 
focused on its specific task or to integrate the team with others who can help it with its 
wider recommendations. 

A recent review of leadership in teams proposes that in addition to the traditional 
view of leaders being considered to be an input into the team (e.g., the leader does 
what is needed to help the team), team leaders should also be viewed as an output or 
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product of team processes (Day, Gronn, and Salas, 2004). Leadership is created by the 
team and then used as a resource or capital in accomplishing its tasks. As such, all team 
members share leadership as a distributed function to help the group perform. 
Another interesting development in the use of teams stems from the view that such 
structures might not be fully compatible with the Western cultural value of individual- 
ism. Some sources describe teams, although needed as a structural element, as already 
passé and state that the focus needs to shift to individual contributions within teams. 
The use of teams in the United States and many other Western industrialized nations 
was spurred by the West’s interpretation of Japanese management style. The Japanese 
continue to dominate many sectors of the global economy and give much of the credit 
for that success to their participative, team-based decision-making and management 
style. It stands to reason, then, that adoption of some of the same management tech- 
niques and tools should help the Western industrialized nations regain their global eco- 
nomic positions. Whereas production and technological tools such as just-in-time (JIT) 
systems have been implemented successfully in the West, however, the people- and 
team-management issues have found considerably less success. 

The relative failure of Japanese-style teams in the West and most notably in the 
United States can be blamed partially on lack of cultural fit. The collectivist Japanese 
culture fits well within and supports its management styles. The Western cultures by 
and large are considerably more individualistic, and their values often conflict with 
team-based approaches. Australians might have come up with a new concept: 
Collaborative individualism could be the buzzword of the future in the West (Limerick, 
1990). Collaborative individuals are not limited by the boundaries of the group. They 
are cooperative and helpful to their team and organization while maintaining their 
internal motivation and conflict-tolerant skills. Based on a cultural analysis, such an 
approach could be much more suitable to many Western cultures, particularly those 
that are vertical individualists, than the Japanese search for consensus and conformity 
in a team (Nahavandi and Aranda, 1994). Australian researchers propose that empa- 
thy with an ability to transform organizations and to be proactive with excellent politi- 
cal and conflict management and networking skills, creative thinking, and maturity is 
at the core of the new competencies needed by future managers. Teams still exist and 
continue to play a key role, but individuals will be the focus for performance. 


SUMMARY AND CONCLUSIONS 


This chapter presents the concepts of participative management and its extension and 
application to the use of teams in organizations. Although many benefits can be drawn 
from the use of participative management, its success depends on appropriate appli- 
cation. Cultural and organizational factors should determine the use of participation 
as a management tool. A basic application of participation is the use of delegation by a 
leader. Delegation must be implemented carefully and judiciously to ensure fair appli- 
cation; leaders must consider which tasks they should and can delegate and the indi- 
viduals to whom they are delegating. Thorough feedback and monitoring are also 
important. 

’ Many organizations formalize the use of participation through the creation of 
teams. The successful implementation of SMTs and selfleadership demonstrates the 
role of teams in revitalizing organizations. As teams continue to be used, their nature 
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and role change, as does the role of leadership in a team environment. Despite the 
need for a contingency view in the use of participative management and teams, teams 
provide a basic management tool in many parts of the world. More-focused attention 
on cultural factors along with a continued analysis of the success of participative man- 
agement and teams should lead to continued evolution of the concepts. 
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LEADERSHIP CHALLENGE: WHO GETS THE PROJECT? 


Your department includes 15 members, all of whom have been with you for at least a year. 
Although the department is generally cohesive and performs well, you are grooming four 
“stars” for promotion because you believe they are the best performers. You just landed a 
new account with a lot of potential, a tight deadline, and the need for considerable groom- 
ing and development. The success not only will give the person in charge of the project a 
lot of visibility, but also could affect your career in the company. Everyone in the depart- 
ment is aware of the importance of the project, and several people, including your four 
stars, volunteered to take it on. In particular, one of the members with the most tenure and 
experience (but not one of the four stars) is pushing to get the project. Given the project’s 
importance, you want it to be handled well and without too much direction from you. 

As you are about to delegate the project to your top star, you receive a call from the 
human resources director telling you that one of the department members filed an infor- 
mal complaint against you, accusing you of favoritism. The director can’t tell you the 
name, but wanted you to be aware of potential problems and that HR would be conducting 
informal fact-finding interviews. 


1. Who will you assign to the project? 
2. Consider the implications of your decision. 
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